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ABSTRACT
2
M a n a g e r i a l  w o r k  i n  i t s  r e a l - l i f e  o r g a n i s a t i o n a l  c o n t e x t  w a s  
e x a m i n e d  i n  t h e  s t u d y .  C a s e  s t u d i e s  a p p r o a c h ,  u s i n g  
i n t e r v i e w s  a n d  s t r u c t u r e d  o b s e r v a t i o n s ,  w a s  a d o p t e d .  T h e  
d a t a  c o l l e c t e d  w e r e  a n a l y s e d  i n  t e r m s  o f  t h e i r  r o l e  
e x p e c t a t i o n s ,  r o l e  p e r f o r m a n c e ,  a n d  t h e  r e l a t i o n s h i p  
b e t w e e n  r o l e  e x p e c t a t i o n s  a n d  r o l e  p e r f o r m a n c e ,  o n  t h e  o n e  
h a n d ,  a n d  f o r m s  o f  o r g a n i s a t i o n s ,  o n  t h e  o t h e r .  B a s e d  o n  
t h e  e x p e c t a t i o n s  o f  o t h e r s  o f  t h e  m a n a g e r s '  j o b s ,  t h e  s t u d y  
i d e n t i f i e d  13  a r e a s  o f  w o r k  d o m a i n  o f  m a n a g e r s  p e r f o r m i n g  
t h e  w o r k  a s  ' L i n e  M a n a g e r '  ( L M ) , ' P e r s o n n e l  M a n a g e r '  ( P E R ) , 
' S p e c i a l i s t '  (SP)  a n d  ' M u l t i - F u n c t i o n  M a n a g e r '  (MLF) i n  
t h r e e  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s  ( c e n t r a l i s e d ,  
p a r t i a l l y  d e c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  ' C l a n ' ) .  T h e  
f i n d i n g s  o f  t h e  s t u d y  s h o w  t h a t :
1 .  T h e  s t r u c t u r e  o f  a n  o r g a n i s a t i o n  h a s  m o r e  i m p a c t  o n  
t h e  w o r k  a s  c o n s t i t u t e d  t h a n  o n  t h e  w o r k  a s  p r a c t i s e d .
2 .  A t  t h e  a g g r e g a t e  l e v e l ,  i r r e s p e c t i v e  o f  j o b  t y p e s  a n d  
o r g a n i s a t i o n a l  s t r u c t u r e ,  m a n a g e r s  w e r e  e x p e c t e d  t o  
p l a c e  s t r o n g  e m p h a s i s  i n  c a r r y i n g  o u t  a c t i v i t i e s  
r e l a t e d  t o  s t a f f  a d m i n i s t r a t i o n  a n d ,  o n  a  m o d e r a t e  
s c a l e ,  g e n e r a l  w o r k  a d m i n i s t r a t i o n .
3 .  M a n a g e r s ,  i n  a l l  f o r m s  o f  o r g a n i s a t i o n ,  w e r e  s e e n  t o  
s p e n d  m o r e  t i m e  i n t e r a c t i n g  w i t h  m e m b e r s  o f  t h e  s a m e  
o r g a n i s a t i o n s  a n d ,  i n  m o s t  i n s t a n c e s ,  i n f o r m a l ,  f a c e -  
t o - f a c e  m e e t i n g s .
4 .  M a n a g e r s ,  i n  a l l  f o r m s  o f  o r g a n i s a t i o n ,  p e r f o r m  t h e  
m o r e  s u b s t a n t i a l  a s p e c t s  o f  t h e i r  r o l e  e x p e c t a t i o n s . 
N o n e t h e l e s s ,  m a n a g e r s  i n  c e n t r a l i s e d  o r g a n i s a t i o n s  
a p p e a r e d  t o  r e s p o n d  m o r e  t o  t h e  e x p e c t a t i o n s  o f  t h e i r  
s u p e r i o r s  t h a n  s u b o r d i n a t e s .  M e a n w h i l e ,  m a n a g e r s  i n  
p a r t i a l l y  d e c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  ' C l a n '  
o r g a n i s a t i o n s  a p p e a r e d  t o  g i v e  b r o a d l y  e q u a l  w e i g h t a g e  
t o  e x p e c t a t i o n s  o r i g i n a t i n g  f r o m  b o t h  g r o u p s .
5 .  M a n a g e r s  w o r k i n g  i n  c e n t r a l i s e d  f o r m  o f  o r g a n i s a t i o n ,  
w e r e  e x p e c t e d  t o  p l a c e  s t r o n g  e m p h a s i s  o n  t h e  
a d m i n i s t r a t i o n  o f  t h e  d i f f e r e n t  a s p e c t s  o f  t h e i r  j o b s ,  
w h i l s t ,  m a n a g e r s  w o r k i n g  i n  d e c e n t r a l i s e d  ' C l a n '  
o r g a n i s a t i o n  w e r e  e x p e c t e d  t o  p l a c e  m o r e  e m p h a s i s  o n  
t h e  d e v e l o p m e n t  a s p e c t s  o f  t h e i r  j o b s .
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\
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C A N D ID A T E 'S  BACKGROUND
T h e  c a n d i d a t e  o b t a i n e d  h e r  B a c h e l o r  o f  S c i e n c e  i n  B u s i n e s s  
M a n a g e m e n t  f r o m  I n d i a n a  S t a t e  U n i v e r s i t y ,  I n d i a n a ,  U . S . A .  
i n  1 9 8 5 .  T h e r e a f t e r ,  s h e  p u r s u e d  h e r  M a s t e r s  i n  B u s i n e s s  
A d m i n i s t r a t i o n  a t  U n i v e r s i t i  K e b a n g s a a n  M a l a y s i a ,  M a l a y s i a  
a n d  g r a d u a t e d  i n  1 9 8 9 .  S h e  f i r s t  j o i n e d  a  g o v e r n m e n t  
s t a t u t o r y  b o d y  ( T r e a s u r y  D e p a r t m e n t )  w h e r e  s h e  l a t e r  j o i n e d  
a  u n i v e r s i t y  i n  h e r  c o u n t r y  a s  a  t u t o r .  U n d e r  s t u d y  l e a v e ,  
s h e  j o i n e d  D e p a r t m e n t  o f  M a n a g e m e n t  S t u d i e s  i n  U n i v e r s i t y  
o f  S u r r e y  f o r  h e r  d o c t o r a l  s t u d y  i n  1 9 9 3 .
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1 . 0  IN TR O D U C TIO N
T h i s  c h a p t e r  s e e k s  t o  o u t l i n e  t h e  o b j e c t i v e s  a n d  r a t i o n a l e  
o f  t h e  s t u d y .  A s u m m a r y  o f  t h e  r e s e a r c h  m e t h o d o l o g y ,  
c o n c e p t u a l  f r a m e w o r k  a n d  t h e  o r g a n i s a t i o n  o f  t h e  t h e s i s  i s  
p r e s e n t e d .
1 . 1  RESEARCH PROBLEM
T h e  i m p o r t a n c e  o f  t h e  m a n a g e r s '  w o r k  h a s  b e e n  r e f l e c t e d  b y  
t h e  g r o w i n g  b o d y  o f  r e s e a r c h  o n  t h e i r  w o r k  b y  w r i t e r s  i n  
m a n a g e m e n t  s t u d i e s . T h e  n a t u r e  o f  m a n a g e r i a l  w o r k  h a s  b e e n  
t h e  f o c u s  o f  m a n a g e m e n t  r e s e a r c h e r s  f o r  o v e r  f o r t y  y e a r s ,  
b e g i n n i n g  w i t h  t h e  m a j o r  s t u d y  c o n d u c t e d  b y  S u n e  C a r l s o n  i n  
1 9 5 1 .  T h e  a r e a s  o f  s p e c i a l  i n t e r e s t  t o  t h e  r e s e a r c h e r s  
i n c l u d e  w h a t  m a n a g e r s  d o ,  w i t h  whom m a n a g e r s  p e r f o r m  t h e i r  
w o r k ,  i n f o r m a l  e l e m e n t s  o f  m a n a g e r i a l  w o r k  a n d  t h e  
c h a r a c t e r i s t i c s  o f  m a n a g e r i a l  w o r k  ( H a l e s ,  1 9 8 6 ) .
U n f o r t u n a t e l y ,  o u r  u n d e r s t a n d i n g  o f  t h e  w o r k  o f  m a n a g e r s  i s  
s t i l l  c o n s i d e r e d  t o  b e  i n  i t s  i n f a n c y .  T h i s  i s  d u e  t o  
s e v e r a l  l i m i t a t i o n s  i n h e r e n t  i n  t h e  s t u d i e s .  G e n e r a l l y ,  
s t u d i e s  h a v e  f o c u s e d  d i s t i n c t i v e l y  u p o n  t h e  g e n e r a l  
p r o p e r t i e s  o f  m a n a g e r i a l  w o r k ,  w h i l s t  v a r i a t i o n s  h a v e  o f t e n  
b e e n  i g n o r e d  o r  m i n i m i z e d .  W h e r e  v a r i a t i o n s  h a v e  b e e n  
s t u d i e d  ( c f .  S t e w a r t ,  1 9 7 6 ,  1 9 8 2 ) ,  t h e r e  i s  l i t t l e
e x a m i n a t i o n  o f  s u b s t a n t i v e  c o n n e c t i o n s  b e t w e e n  m a n a g e r i a l  
w o r k  a n d  o t h e r  v a r i a b l e s  . F u r t h e r m o r e ,  t h e  m a i n  f o c u s  h a s  
b e e n  o n  t h e  o b s e r v a b l e  b e h a v i o u r  r a t h e r  t h a n  o n  t h e  w o r k  
c o n t e n t  o f  t h o s e  b e h a v i o u r s .
P r e v i o u s  s t u d i e s  h a v e  a l s o  t e n d e d  t o  e x a m i n e  m a n a g e r i a l  
w o r k  i n  t h e  a b s e n c e  o f  a n y  c o n t e x t u a l  f r a m e w o r k  ( c f . H a l e s ,
C H A P T E R  ONE
1 9 8 7 ;  H a l e s  a n d  N i g h t i n g a l e ,  1 9 8 6 )  . T h i s  c o n t r a s t  w i t h  t h e  
r e c o g n i t i o n  t h a t  m a n a g e r i a l  w o r k  i s  c l o s e l y  l i n k e d  t o  i t s  
o r g a n i s a t i o n a l  a n d  i n d u s t r i a l  s p e c i f i c i t y  a n d  s u c c e s s f u l  
p r a c t i c e s  a r e  r e s t r i c t e d  i n  t e r m s  o f  t i m e ,  s p a c e  a n d  a l s o  
c u l t u r e  ( K o t t e r ,  1 9 8 2 ;  W h i t l e y ,  1 9 8 9 ) .
T h e s e  w e a k n e s s e s  h a v e  a l s o  l i m i t e d  o u r  u n d e r s t a n d i n g  o f  w hy  
m a n a g e r s  i n  s i m i l a r  j o b s  b e h a v e  d i f f e r e n t l y  o r  i n d e e d  why  
m a n a g e r s  b e h a v e  i n  t h e  w a y  t h e y  a r e  o b s e r v e d  t o  d o .  
A d d i t i o n a l l y ,  p r e v i o u s  f i n d i n g s  a l s o  p o s e  a  d i f f i c u l t y  i n  
d e t e r m i n i n g  w h e t h e r  t h e  v a r i a t i o n s  i n  m a n a g i n g  w o r k  
p r o c e s s  a r e  a t t r i b u t a b l e  t o  t h e  j o b  d e m a n d s ,  t h e  
o r g a n i s a t i o n a l  s e t t i n g  o r  t o  i n d i v i d u a l  p r e f e r e n c e  a n d  
c h o i c e .  T h e r e f o r e ,  i n  s e e k i n g  t o  g a i n  u n d e r s t a n d i n g  o f  t h e  
n a t u r e  o f  m a n a g e r i a l  w o r k ,  t h e r e  i s  a  n e e d  t o  s t u d y  t h e  
w o r k  o f  m a n a g e r s ,  b o t h  s i m i l a r i t i e s  a n d  d i f f e r e n c e s ,  i n  
c o n t e x t .
A n o t h e r  m a j o r  p r o b l e m  w i t h  s t u d i e s  o f  m a n a g e r i a l  w o r k  a r i s e  
f r o m  t h e i r  a t h e o r e t i c a l  n a t u r e .  R e s e a r c h e r s  h a v e  t e n d e d  t o  
d e v e l o p  t h e i r  own c o n c e p t s  a n d  b e c a u s e  t h e r e  i s  n o  common 
t h e o r e t i c a l  f r a m e w o r k ,  d i f f e r e n t  p i e c e s  o f  r e s e a r c h  a r e  
d i f f i c u l t  t o  r e l a t e  t o  t h o s e  o f  o t h e r  r e s e a r c h e r s  i n  t h e  
f i e l d .  C o n c e p t s  u s e d  b y  r e s e a r c h e r s  i n c l u d e
' i n t e r p e r s o n a l ,  i n f o r m a t i o n a l  a n d  d e c i s i o n a l  r o l e s '  
( M i n t z b e r g ,  1 9 7 3 ) ;  ' t r o u b l e s h o o t i n g ,  f o r w a r d  p l a n n i n g ,  
b r i e f i n g  s u b o r d i n a t e s ,  c o n d u c t i n g  m e e t i n g s ,  r e v i e w i n g  
s u b o r d i n a t e s '  p r o g r e s s  a n d  i n t e r e s t  i n  p e r s o n a l  p r o b l e m s '  
( P h e y s e y ,  1 9 7 2 ) ;  ' s e t t i n g  a g e n d a s ,  n e t w o r k  b u i l d i n g ,  
n e t w o r k  u s i n g  a n d  i m p l e m e n t i n g  a g e n d a s '  ( K o t t e r ,  1 9 8 2 ) .  
T h e s e  d i f f e r e n t  c o n c e p t s  m a d e  i t  d i f f i c u l t  t o  c o n t r a s t  a n d  
c o m p a r e  a c r o s s  d i f f e r e n t  s t u d i e s  ( H a l e s ,  1 9 8 6 ) .
T h i s  s t u d y  t h e r e f o r e  a t t e m p t s  t o  p r o v i d e  a n  u n d e r s t a n d i n g  
o f  t h e  w o r k  o f  m a n a g e r s  i n  r e l a t i o n  t o  i t s  o r g a n i s a t i o n a l  
s e t t i n g ,  u s i n g  t w o  c o n c e p t u a l  f r a m e w o r k s :  (1)  H a l e s ' s
' M a n a g i n g  T h r o u g h  O r g a n i s a t i o n "  (MTO) f r a m e w o r k  -  i n
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1 .2  PURPOSE OF STUDY
T h e  m a i n  p u r p o s e  o f  t h e  s t u d y  w a s  t o  u n d e r s t a n d  t h e  w o r k  o f
m a n a g e r s  i n  i t s  r e a l - l i f e  o r g a n i s a t i o n a l  c o n t e x t  a n d  t o
t r a c e  t h e  c o n n e c t i o n s  b e t w e e n  f o r m s  o f  o r g a n i s a t i o n ,
m a n a g e r i a l  j o b s  a n d  m a n a g e r i a l  w o r k .
To  a c h i e v e  t h i s  a i m ,  t h e  o b j e c t i v e s  o f  t h e  s t u d y  w e r e :
1 .  T o  d e s c r i b e  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k ,  i t s  
s i m i l a r i t i e s  a n d  d i f f e r e n c e s  w i t h i n  c o m p a r a b l e  j o b  
t y p e s  a n d  b e t w e e n  d i f f e r e n t  j o b s .
2 .  T o  e x a m i n e  t h e  e f f e c t  t h a t  o r g a n i s a t i o n a l  s t r u c t u r e  
h a s  o n  t h e  w o r k  o f  t h e  m a n a g e r s .
3 .  T o  e x a m i n e  w h e t h e r  t h e r e  a r e  a n y  m a r k e d  d i f f e r e n c e s  i n  
t h e  w o r k  o f  m a n a g e r s  i n  c o m p a n i e s  e m p l o y i n g  d i f f e r e n t  
o r g a n i s a t i o n a l  s t r u c t u r e  a n d ,  i f  s o ,  w h a t  t h e s e  
d i f f e r e n c e s  a r e .
1 .3  RATIONALE AND IMPORTANCE OF RESEARCH
1 .  T h e  l i t e r a t u r e  o n  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k  h a s  
b e e n  l a r g e l y  n o r m a t i v e  a n d  d e s c r i p t i v e  i n  n a t u r e .  T h e  
a b s e n c e  o f  e x p l a n a t o r y  s t u d i e s  h a s  l e d  t o  l i m i t e d  
u n d e r s t a n d i n g  o f  t h e  p h e n o m e n a .  T h i s  i s  o n e  a r e a  t o  
w h i c h  t h e  r e s e a r c h  a t t e m p t s  t o  c o n t r i b u t e .
2 .  A s t r o n g  e m p h a s i s  i n  t h e  l i t e r a t u r e  i s  o n  t h e  s e a r c h  
f o r  g e n e r a l  p r o p e r t i e s  o f  m a n a g e r i a l  w o r k  a n d  t h i s  h a s  
l e d  t o  t h e  w i d e l y  r e c o g n i s e d  a s s u m p t i o n  t h a t  a  ' g o o d '  
m a n a g e r  i s  a b l e  t o  m o v e  s u c c e s s f u l l y  f r o m  o n e  j o b  t o  
a n o t h e r  s i n c e  common  m a n a g e r i a l  a b i l i t i e s  a r e
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a n a l y s i n g  t h e s e  c o n t e n t  a n d  f o r m  o f  m a n a g e r i a l  w o r k .
r e q u i r e d .  H o w e v e r ,  t h i s  may  n o t  b e  t r u e .  Some 
s t u d i e s  h a v e  s u g g e s t e d  t h a t  t h e  n a t u r e  o f  m a n a g e r i a l  
w o r k  i s  c l o s e l y  l i n k e d  t o  i t s  c o n t e x t  i n  s u c h  a  w a y  
t h a t  w h e n  t h e r e  a r e  c h a n g e s  i n  t h e  c o n t e x t  t h e r e  w i l l  
c e r t a i n l y  b e  c h a n g e s  i n  t h e  w a y  w o r k  i s  p e r f o r m e d .  
T h e r e f o r e ,  m a n a g e r i a l  w o r k  n e e d s  t o  b e  s t u d i e d  i n  
c o n t e x t ,  w i t h  a t t e n t i o n  t o  b o t h  s i m i l a r i t i e s  a n d  
d i f f e r e n c e s .
3 .  W h i l s t  m a n a g e r s  h a v e  b e e n  e x t e n s i v e l y  s t u d i e d ,  f e w
s t u d i e s  e x p l i c i t l y  r e l a t e  m a n a g e r i a l  w o r k  t o  i t s  
o r g a n i s a t i o n a l  s t r u c t u r e .  W r i t e r s  o n  o r g a n i s a t i o n s  
t e n d  t o  c o n c e n t r a t e  o n  t h e  d e t e r m i n a n t s  a n d  d i m e n s i o n s  
o f  o r g a n i s a t i o n a l  s t r u c t u r e  a n d  t h e  i m p a c t  o f  
s t r u c t u r e  o n  o r g a n i s a t i o n a l  e f f e c t i v e n e s s :  t h e  e f f e c t
o f  o r g a n i s a t i o n a l  s t r u c t u r e  u p o n  m a n a g e r i a l  w o r k  i s  
l a r g e l y  i g n o r e d .  T h i s  s t u d y  a t t e m p t s  t o  f o c u s  o n  t h e  
r e l a t i o n s h i p  b e t w e e n  t h e s e  t w o  v a r i a b l e s .
4 .  An  u n d e r s t a n d i n g  o f  t h e  w o r k  o f  m a n a g e r s  r a t h e r  t h a n  
m e a s u r i n g  w h a t  i s  a l r e a d y  k n o w n  ( S t e w a r t ,  1 9 8 9 )  s h o u l d  
b e  g i v e n  g r e a t e r  e m p h a s i s  i n  o r d e r  t o  u n d e r p i n  t h e  
e v o l u t i o n  o f  a n  i n c r e a s i n g l y  s y s t e m a t i c  a p p r o a c h  t o  
m a n a g e m e n t  t r a i n i n g ,  r e c r u i t m e n t ,  a p p r a i s a l  a n d  
d e v e l o p m e n t .  M a n a g e r i a l  w o r k  i s  b o t h  t h e  r e f e r e n c e  
p o i n t  t o  w h i c h  t r a i n i n g  a n d  d e v e l o p m e n t  p r o g r a m m e  m ay  
b e  o r i e n t e d  a n d  a  y a r d s t i c k  a g a i n s t  w h i c h  m a n a g e r s '  
p e r f o r m a n c e  a n d  p o t e n t i a l  may  b e  a p p r a i s e d  ( H a l e s ,  
1 9 8 7 )  .
1 . 4  RESEARCH METHODOLOGY
T h e  p r e s e n t  r e s e a r c h  u s e d  b o t h  m u l t i p l e  m e t h o d s  o f  d a t a  
c o l l e c t i o n ,  o r  ' t r i a n g u l a t i o n '  ( J i c k ,  1 9 7 9 ) ,  a n d  m u l t i p l e  
l e v e l s  o f  a n a l y s i s .
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A c a s e  s t u d y  d e s i g n  w a s  a d o p t e d  b e c a u s e  i t  p r o v i d e d  t h e  
o p p o r t u n i t y  t o  e x a m i n e  t h e  p h e n o m e n o n  i n  i t s  c o n t e x t ,  i n  
t h i s  c a s e ,  t h e  s t r u c t u r a l  d i m e n s i o n s  o f  p a r t i c u l a r  
o r g a n i s a t i o n s .  F u r t h e r ,  i t  a l s o  e n a b l e d  e x a m i n a t i o n  o f  t h e  
p a t t e r n  o f  i n t e r a c t i o n s  b e t w e e n  t h e  m a n a g e r s  a n d  t h o s e  w i t h  
a n d  f o r  whom t h e y  w o r k .  T h i s  p i c k s  u p  o n  t h e  f i n d i n g s  o f  
p r e v i o u s  s t u d i e s  ( M a c h i n ,  1 9 8 2 ;  S t e w a r t ,  1 9 7 6 ,  1 9 8 2 )  w h i c h  
h a v e  s h o w n  t h a t  m a n a g e r i a l  w o r k  i s  a  s o c i a l l y  c o n s t r u c t e d  
p h e n o m e n o n  w h e r e b y  m a n a g e r i a l  p r a c t i c e s  c a n  b e  c h a n g e d  b y  
t h e  s o c i a l  a c t o r s  t h e m s e l v e s .
T h e  i n i t i a l  i n t e n t i o n  o f  t h e  s t u d y  w a s  t o  f o c u s  o n  u n i t  
m a n a g e r s  -  d e f i n e d  a s  s o m e o n e  who  m a n a g e s  a  s i n g l e ,  
d e f i n a b l e ,  u n i t  o p e r a t i o n  ( H a l e s ,  1 9 8 7 ;  H a l e s  a n d  
N i g h t i n g a l e ,  1 9 8 6 )  . T h e  p r o b l e m s  o f  g e t t i n g  a c c e s s  ( a s  
i n d i c a t e d  i n  C h a p t e r  T h r e e )  f o r  f i e l d w o r k  p u r p o s e s  m e a n t ,  
h o w e v e r ,  t h a t  t h e  f o c u s  m a n a g e r s  i n  t h i s  s t u d y  w e r e  
d e p a r t m e n t a l  a n d  s e c t i o n  h e a d s  r e s p o n s i b l e  f o r  v a r i o u s  
f u n c t i o n a l  a r e a s .
I n  e a c h  o f  t h e  f o u r  o r g a n i s a t i o n s  i n v e s t i g a t e d ,  t h e r e  w e r e  
t h r e e  m a i n  s t a g e s  o f  d a t a  c o l l e c t i o n .  T h e  f i r s t  w a s  t o  
c o n d u c t  s t r u c t u r e d  i n t e r v i e w s  w i t h  s e n i o r  m a n a g e r s  i n  o r d e r  
t o  u n d e r s t a n d  t h e  c o n t e x t  a n d  s t r u c t u r e  o f  t h e  
o r g a n i s a t i o n .  I n t e r n a l  d o c u m e n t s  ( t h o s e  w h i c h  w e r e  m a d e  
a v a i l a b l e  t o  t h e  r e s e a r c h e r )  , a n n u a l  r e p o r t s  a n d  
n e w s l e t t e r s  w e r e  a l s o  a n a l y s e d .  I t  w a s  d u r i n g  t h i s  s t a g e  
t h a t  t h e  s u b j e c t  m a n a g e r s  w e r e  a l s o  i d e n t i f i e d .  T h e  s e c o n d  
s t a g e  i n v o l v e d  i n - d e p t h  i n t e r v i e w s  w i t h  t h e  m a n a g e r s  a n d ,  
l a t e r ,  w i t h  m e m b e r s  o f  t h e i r  r o l e - s e t .  T h e  l a s t  s t a g e  
i n v o l v e d  o b s e r v i n g  t h e  a c t u a l  w o r k  o f  a  s a m p l e  o f  t h e  
m a n a g e r s .  T i m e  a n d  f i n a n c i a l  c o n s t r a i n t s  o n  t h e  p a r t  o f  
t h e  r e s e a r c h  l i m i t e d  t h e  n u m b e r  o f  m a n a g e r s  o b s e r v e d .
)
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I n  s e e k i n g  t o  u n d e r s t a n d  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k  i n  
c o n t e x t ,  t h e  s t u d y  e x a m i n e d  t h e  p h e n o m e n a  a t  t w o  l e v e l s  o f  
a n a l y s i s :  (1 )  o r g a n i s a t i o n a l  l e v e l ,  a n d  (2 )  i n d i v i d u a l
l e v e l .
1 . 5 . 1  O rg a n isa tio n a l l e v e l
T h e  f o c u s  o f  t h e  s t u d y ,  a t  t h i s  l e v e l ,  w a s  o n  t h e  
o r g a n i s a t i o n  a s  a n  " a s s e m b l a g e  o f  i n s t i t u t i o n a l i s e d  
m e c h a n i s m s  t h r o u g h  w h i c h  t h e  m a n a g e m e n t  o f  w o r k  w a s  
a t t e m p t e d "  ( H a l e s ,  1 9 9 3 ,  p p .  5 7 ) .  U s i n g  H a l e s  MTO 
f r a m e w o r k ,  t h e  o r g a n i s a t i o n  w a s  e x a m i n e d  i n  t e r m s  o f  t h e  
f o l l o w i n g  d i m e n s i o n s :
1 .  P l a n n i n g / d e c i s i o n - m a k i n g
2 .  A l l o c a t i n g
3 .  M o t i v a t i n g
4 .  C o o r d i n a t i n g
5 .  C o n t r o l l i n g
I n  o r d e r  t o  u n d e r s t a n d  t h e  e x t e r n a l  i n f l u e n c e s  u p o n  
o r g a n i s a t i o n a l  s t r u c t u r e ,  t h e  o r i g i n  a n d  h i s t o r y ,  o w n e r s h i p  
a n d  c o n t r o l ,  s i z e  a n d  t e c h n o l o g y  ( P u g h ,  1 9 8 7 )  o f  t h e
o r g a n i s a t i o n s  w e r e  a l s o  e x a m i n e d .
1 . 5 . 2  In d iv id u a l l e v e l
A t  t h e  i n d i v i d u a l  l e v e l ,  t h e  f o c u s  w a s  o n  m a n a g e r i a l  w o r k  
i n  t w o  r e s p e c t s :
1 .  M a n a g e r i a l  r o l e s  a s  c o n s t i t u t e d  b y  o t h e r s '
e x p e c t a t i o n s  ( o r  r o l e  e x p e c t a t i o n s ) .
2 .  M a n a g e r i a l  w o r k  a s  p r a c t i s e d  b y  t h e  m a n a g e r s
t h e m s e l v e s .
1 . 5  R E S E A R C H  FRAM EW O R K
I n f o r m a t i o n  o n  t h e  t w o  c o m p l e m e n t a r y  a s p e c t s  o f  t h e  w o r k  o f
t h e  m a n a g e r s ,  p e r m i t t e d  a n  e x a m i n a t i o n  o f  t h e  e x t e n t  t o  
w h i c h  m a n a g e r s  a c t u a l l y  d o  w h a t  t h e y  a r e  s u p p o s e d  t o  d o .
M a n a g e r i a l  w o r k  a s  c o n s t i t u t e d  b y  o t h e r s '  e x p e c t a t i o n s  w a s  
e x a m i n e d  u s i n g  t h e  m a n a g e r i a l  w h e e l  t e c h n i q u e  ( H a l e s ,  1 9 8 7 ;  
H a l e s  a n d  N i g h t i n g a l e ,  1 9 8 6 )  w h i c h  i d e n t i f i e s  t h e  t y p e s ,  
o r i g i n  a n d  s t r e n g t h  o f  d i f f e r e n t  r o l e  e x p e c t a t i o n s .
I n f o r m a t i o n  o n  t h e  a c t u a l  w o r k  o f  t h e  m a n a g e r s  w a s  o b t a i n e d  
f r o m  s t r u c t u r e d  o b s e r v a t i o n ,  b a s e d  o n  a  r e v i s e d  v e r s i o n  o f  
M i n t z b e r g ' s  ( 1 9 7 3 )  t e c h n i q u e  ( H a l e s  a n d  N i g h t i n g a l e ,  1 9 8 6 ) .
1 . 6  O R G A N ISA TIO N  OF THE T H E S IS
T h e  t h e s i s  i s  o r g a n i s e d  i n t o  e i g h t  c h a p t e r s .
C h a p t e r  Two g i v e s  a  c r i t i c a l  r e v i e w  o f  p r e v i o u s  s t u d i e s  i n  
t h e  f i e l d  o f  m a n a g e r i a l  w o r k  a n d  d r a w s  a t t e n t i o n  t o  t h e  
l i m i t a t i o n s  a n d  a c h i e v e m e n t s  o f  t h e s e  s t u d i e s  a n d  p o s s i b l e  
a r e a s  f o r  d e v e l o p m e n t .  T h i s  c h a p t e r  a l s o  p r e s e n t s  t h e  
a n a l y t i c a l  f r a m e w o r k ,  i n c l u d i n g  i t s  t h e o r e t i c a l  b a s e ,  w h i c h  
w a s  u s e d  i n  t h e  p r e s e n t  s t u d y .
C h a p t e r  T h r e e  d e s c r i b e s ,  e x p l a i n s  a n d  p r o v i d e s  a  r a t i o n a l e  
f o r  t h e  m e t h o d o l o g y  e m p l o y e d ,  t h e  r e s e a r c h  d e s i g n  a n d  t h e  
m e t h o d s  o f  d a t a  c o l l e c t i o n  a n d  a n a l y s i s .  L i m i t a t i o n s  a n d  
p r o b l e m s  f a c e d  d u r i n g  t h e  f i e l d w o r k  a r e  a l s o  i n c l u d e d  i n  
t h i s  c h a p t e r .
C h a p t e r s  F o u r  t o  S i x  p r e s e n t  t h e  f i n d i n g s  o f  t h e  s t u d y .  
C h a p t e r  F o u r  s e t s  t h e  s c e n e  f o r  e x p l a i n i n g  v a r i a t i o n s  i n  
m a n a g e r i a l  w o r k  a t t r i b u t a b l e  t o  f o r m s  o f  o r g a n i s a t i o n .  T h e  
s t r u c t u r e s  o f  t h e  p a r t i c i p a t i n g  o r g a n i s a t i o n s  i s  c o m p a r e d  
a n d  c o n t r a s t e d  u s i n g  o n  t h e  ' M a n a g i n g  T h r o u g h  O r g a n i s a t i o n '  
f r a m e w o r k  ( H a l e s ,  1 9 8 9 ,  1 9 9 3 ) .
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C h a p t e r  F i v e  r e p o r t s  o n  t h e  f i n d i n g s  r e l a t i n g  t o  t h e  w o r k  
d e f i n i t i o n s  o f  t h e  m a n a g e r s  f r o m  t h e  p e r s p e c t i v e s  o f  
o t h e r s "  e x p e c t a t i o n s .  D a t a  f r o m  t h e  r o l e  s e t s  o f  e l e v e n  
m a n a g e r s  ( h e a d s  o f  d e p a r t m e n t s / s e c t i o n s ) , p a r t i c u l a r l y  
t h e i r  s u p e r i o r ( s )  a n d  s u b o r d i n a t e s ,  f o r m  t h e  e m p i r i c a l  b a s e  
f o r  t h i s  p a r t  o f  t h e  s t u d y .  T h e  e x p e c t e d  w o r k  c o n t e n t  o f  
t h e  m a n a g e r s  i s  c o m p a r e d  i n  t w o  w a y s :  f i r s t ,  b e t w e e n
c o m p a r a b l e  j o b  t y p e s ,  i r r e s p e c t i v e  o f  o r g a n i s a t i o n a l  
c o n t e x t  a n d  s e c o n d ,  w i t h i n  c o m p a r a b l e  j o b  t y p e s  b u t  b e t w e e n  
o r g a n i s a t i o n s .  T h e  r e s u l t s  p r o v i d e  s o m e  i n d i c a t i o n  o f  b o t h  
t h e  s i m i l a r  a n d  d i f f e r e n t  e x p e c t a t i o n s  s u r r o u n d i n g  t h e  
m a n a g e r s "  j o b s  i n  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s .
C h a p t e r  S i x  a n a l y s e s  t h e  a c t u a l  w o r k  o f  t h e  m a n a g e r s .  D a t a  
f r o m  s t r u c t u r e d  o b s e r v a t i o n  o n  f o u r  m a n a g e r s  ( o n e  f r o m  e a c h  
o r g a n i s a t i o n )  s h e d  l i g h t  o n  t h r e e  k e y  a r e a s :  d i s t r i b u t i o n  
o f  t i m e  b e t w e e n  w o r k  a c t i v i t i e s ,  t h e  f o r m s  o f  a c t i v i t i e s  
a n d  t h e  d e g r e e  o f  c o n g r u e n c e  b e t w e e n  e x p e c t e d  a n d  a c t u a l  
w o r k .  T h e  l a s t  o f  t h e s e  p r o v i d e s  a n  i n d i c a t i o n  o f  t h e  
e x t e n t  t o  w h i c h  m a n a g e r s  p e r f o r m e d  w h a t  t h e y  w e r e  s u p p o s e d  
t o  d o .
C h a p t e r  S e v e n  s y n t h e s i s e s  t h e  f i n d i n g s  f r o m  t h e  p r e c e d i n g  
t h r e e  f i n d i n g s  c h a p t e r s  i n  o r d e r  t o  p r o v i d e  a n  i n - d e p t h  
u n d e r s t a n d i n g  o f  t h e  s u b s t a n t i v e  l i n k a g e s  b e t w e e n  f o r m s  o f  
o r g a n i s a t i o n ,  m a n a g e r i a l  j o b s  a s  c o n s t i t u t e d  a n d  m a n a g e r i a l  
w o r k  a s  p r a c t i s e d .  T h i s  c h a p t e r ,  b e s i d e s  p r o v i d i n g  a  
s u m m a r y  o f  t h e  k e y  f i n d i n g s  a l s o  s e e k s  t o  t e s t  t h e  v a l i d i t y  
o f  h y p o t h e s e s  d e v e l o p e d  e a r l i e r  b y  H a l e s  ( 1 9 8 9 )  c o n c e r n i n g  
t h e  n a t u r e  o f  t h e s e  l i n k a g e s .  I n  t h e  l i g h t  o f  t h e s e ,  n e w  
h y p o t h e s e s  a b o u t  t h e  o r g a n i s a t i o n - m a n a g e r i a l  w o r k  l i n k  a r e  
d e v e l o p e d .
F i n a l l y ,  C h a p t e r  E i g h t  d i s c u s s e s  t h e  i m p l i c a t i o n s  o f  t h e  
f i n d i n g s  f o r  t w o  m a i n  a r e a s :  (1 )  t h e o r e t i c a l  d e v e l o p m e n t ,
p a r t i c u l a r l y  o n  h o w  o r g a n i s a t i o n s  a r e  s t r u c t u r e d  a n d  
f u n c t i o n ,  a n d  how  m a n a g e r i a l  b e h a v i o u r  m a y  b e  t h e o r i s e d ,
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a n d  (2)  p r a c t i c a l  i m p l i c a t i o n s  f o r  s u c h  i s s u e s  a s  
m a n a g e r i a l  r e c r u i t m e n t /  s e l e c t i o n ,  t r a i n i n g  a n d  
d e v e l o p m e n t ,  a p p r a i s a l  a n d  r e m u n e r a t i o n s .  L i m i t a t i o n s  o f  
t h e  p r e s e n t  r e s e a r c h  a n d  p o s s i b l e  f u t u r e  r e s e a r c h
d e v e l o p m e n t s  a r e  a l s o  i n c l u d e d  i n  t h i s  c o n c l u d i n g  c h a p t e r .
C H A P T E R  TWO
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2 . 0  A REVIEW  OF THE LITER A TU R E AND THE CONCEPTUAL  
FRAMEWORK OF THE STUDY
R e s e a r c h  o n  m a n a g e r i a l  w o r k  h a s  t a k e n  p l a c e  o v e r  f o u r  
d e c a d e s  s i n c e  t h e  m a j o r  s t u d y  o f  C a r l s o n  ( 1 9 5 1 ) ,  s u g g e s t i n g  
t h e  i m p o r t a n c e  a n d  i n f l u e n c e  t h a t  t h i s  p r o f e s s i o n  h a s  a s  
m e m b e r s  o f  a n y  o r g a n i s a t i o n .  D u r i n g  t h i s  l e n g t h  o f  t i m e ,  
m a n a g e r i a l  w o r k  h a s  b e e n  s t u d i e d  i n  v a r i o u s  w a y s ,  b u t  a r e a s  
o f  s p e c i a l  i n t e r e s t  h a v e  i n c l u d e d :  t h e  k e y  e l e m e n t s  o f
m a n a g e r i a l  w o r k ,  t h e  d i s t r i b u t i o n  o f  a  m a n a g e r ' s  t i m e  
b e t w e e n  a c t i v i t i e s  a n d  t h e  c h a r a c t e r i s t i c s  o f  m a n a g e r i a l  
w o r k  h a v e  ( H a l e s ,  1 9 8 6 ) .  N e v e r t h e l e s s ,  t h e  e m p i r i c a l  
e v i d e n c e  c o l l e c t e d  o v e r  t h e  y e a r s  h a s  y e t  t o  p r o v i d e  a  
c l e a r  c o n s e n s u s  o n  how  t o  d e s c r i b e  w h a t  m a n a g e r s  d o .
T h i s  l a c k  o f  c l a r i t y  i s  m a i n l y  d u e  t o  s e v e r a l  w e a k n e s s e s  
i n h e r e n t  i n  t h e  r e s u l t i n g  b o d y  o f  k n o w l e d g e .  C r i t i c a l  
e x a m i n a t i o n  b y  s e v e r a l  r e v i e w  a r t i c l e s  o n  t h e  a c h i e v e m e n t s  
a n d  l i m i t a t i o n s  o f  t h e  s t u d i e s  s o  f a r ,  e i t h e r  o n  t h e  
e v i d e n c e  g a t h e r e d  o r  t h e o r i e s  p o s t u l a t e d ,  h a v e  r a i s e d  
s e v e r a l  i s s u e s  r e l a t i n g  t o  t h e  p r o b l e m s  a s s o c i a t e d  w i t h  
s t u d i e s  i n  t h i s  a r e a  ( H a l e s ,  1 9 8 6 ;  M i n t z b e r g ,  1 9 7 3 ;  
S h a r i f i ,  1 9 8 8 ;  S t e w a r t ,  1 9 8 3 ,  1 9 8 9 ;  W i l l m o t t ,  1 9 8 4 ,  1 9 8 9 ,
W h i t l e y ,  1 9 8 9 )  . B a s i c a l l y ,  t h e  m a j o r  i s s u e s  r e v o l v e  a r o u n d  
t h e  c o n c e p t u a l  f r a m e w o r k s  s u r r o u n d i n g  a c c o u n t s  o f  
m a n a g e r i a l  w o r k .
T h e  m a i n  p r o b l e m s  i d e n t i f i e d  i n  t h e  r e s e a r c h  o n  m a n a g e r i a l  
w o r k  h a v e  b e e n  t h a t  s t u d i e s  w e r e  c o n d u c t e d  (1 )  w i t h o u t  
t a k i n g  i n t o  c o n s i d e r a t i o n  t h e  c o n t e x t  w i t h i n  w h i c h  m a n a g e r s  
p e r f o r m e d  t h e i r  w o r k  a n d ,  (2)  i n  t h e  a b s e n c e  o f  a n y  
s u b s t a n t i v e  t h e o r y  ( H a l e s ,  1 9 8 6 ,  1 9 8 7 ;  H a l e s  a n d
N i g h t i n g a l e ,  1 9 8 6 ;  S h a r i f i ,  1 9 8 8 ) .  By  a b s t r a c t i n g
m a n a g e r i a l  w o r k  f r o m  i t s  c o n t e x t ,  t h e  r e s u l t i n g  e v i d e n c e
w a s  o f t e n  n o t  a b l e  t o  s h o w  w h e t h e r  t h e  r e p o r t e d  v a r i a t i o n s  
i n  t h e  w o r k  o f  m a n a g e r s  w e r e  a t t r i b u t a b l e  t o  t h e  n a t u r e  o f  
t h e  j o b ,  i t s  o r g a n i s a t i o n a l  s e t t i n g s  o r  t o  i n d i v i d u a l  
p r e f e r e n c e s  a n d  c h o i c e s .  An a b s e n c e  o f  t h e o r y  h a s  l e d  t o  
i n c o n s i s t e n c y  a n d  d i s c o n t i n u i t y  i n  t h e  c a t e g o r i e s  a n d  
c o n c e p t s  u s e d  t o  i n v e s t i g a t e  m a n a g e r i a l  w o r k ,  t h u s  m a k i n g  
i t  d i f f i c u l t  t o  c o m p a r e  a n d  c o n t r a s t  d i f f e r e n t  s t u d i e s .  
T h i s ,  i n  t u r n ,  h a s  l e d  t o  a n  i n a b i l i t y  t o  b u i l d  a  
c o n s i s t e n t  a n d  c o m p r e h e n s i v e  b o d y  o f  k n o w l e d g e  c o n c e r n i n g  
t h e  p h e n o m e n o n .
F u r t h e r ,  t h e  a b s e n c e  o f  a  c l e a r  t h e o r e t i c a l  f r a m e w o r k  f o r  
a n a l y s i n g  m a n a g e r i a l  w o r k  h a s  m a d e  i t  d i f f i c u l t  t o  
u n d e r s t a n d  h o w  m a n a g e r i a l  w o r k  f i t s  i n  w i t h  t h e  b r o a d e r  
p u r p o s e  o f  m a n a g e m e n t .  T h i s  h a s  r e s u l t e d  i n  t h e  c o n f u s i o n  
b e t w e e n  m a n a g e m e n t  a s  a  p r o c e s s  -  w h a t  ' m a n a g i n g '  w o r k  
e n t a i l s  -  a n d  m a n a g e m e n t  a s  t h e  a c t i v i t i e s  o f  a  s p e c i f i c  
o c c u p a t i o n a l  g r o u p  - m a n a g e r s .
T h e s e  m a j o r  d e f i c i e n c i e s  a n d  o t h e r s  r e s u l t i n g  f r o m  t h e m  a r e  
d i s c u s s e d  f u r t h e r  i n  t h e  n e x t  s e c t i o n  a s  we  r e v i e w  t h e  
e x i s t i n g  l i t e r a t u r e  o n  t h e  w o r k  o f  m a n a g e r s .  T h i s  c h a p t e r  
i s  d i v i d e d  i n t o  t h r e e  m a i n  s e c t i o n s .  T h e  f i r s t  s e c t i o n  
r e v i e w s  e x i s t i n g  l i t e r a t u r e  o n  t h e  n a t u r e  o f  m a n a g e r i a l  
w o r k  f r o m  t h r e e  p e r s p e c t i v e s :  (1 )  i n d i v i d u a l ;  (2 )
o r g a n i s a t i o n ;  a n d  (3 )  b o t h  p e r s p e c t i v e s  c o m b i n e d .  T h e  
common  w e a k n e s s e s  i n h e r e n t  i n  t h e  l i t e r a t u r e  a n d  
s u g g e s t i o n s  f o r  f u t u r e  d e v e l o p m e n t  a r e  s u g g e s t e d  i n  s e c t i o n  
t w o .  T h e  c o n c l u s i o n  i n  s e c t i o n  t h r e e  o f f e r s  a  t e n t a t i v e  
c o n c e p t u a l  f r a m e w o r k  f o r  e x a m i n i n g  a n d  e v a l u a t i n g  t h e  
n a t u r e  o f  m a n a g e r i a l  w o r k  w h i c h  t a k e s  i n t o  c o n s i d e r a t i o n  
t h e  p r o b l e m s  t h a t  a r e  r a i s e d  i n  t h e  p r e c e d i n g  s e c t i o n s .
2 6
2 7
2 .1  EXISTING PERSPECTIVES ON MANAGERIAL WORK
2 . 1 . 1  P e r s p e c t iv e s  o f  th e  in d iv id u a l jo b h o ld er
A l a r g e  p o r t i o n  o f  t h e  l i t e r a t u r e  f o c u s e s  o n  s t u d y i n g  
m a n a g e r i a l  w o r k  f r o m  t h e  p e r s p e c t i v e s  o f  t h e  j o b h o l d e r ,  
w h i l s t  o n l y  a  s m a l l  n u m b e r  o f  s t u d i e s  f o c u s  o n  t h e  
o r g a n i s a t i o n a l  p e r s p e c t i v e s .  Few o f  t h e m  e x a m i n e  b o t h  
l e v e l s  a n d  t h e  r e l a t i o n s h i p  b e t w e e n  t h e m .
F u r t h e r ,  i n  i n v e s t i g a t i n g  m a n a g e r i a l  w o r k  f r o m  t h e  
p e r s p e c t i v e s  o f  t h e  i n d i v i d u a l  j o b h o l d e r ,  t h e  e x i s t i n g  
l i t e r a t u r e  f o c u s e s  p r i m a r i l y  o n  f o r m  ( s u c h  a s  t h e  
i n t e r a c t i o n  p a t t e r n ,  d i s t r i b u t i o n  o f  t i m e  b e t w e e n  
a c t i v i t i e s ,  m o d e  o f  i n t e r a c t i o n  a n d  p l a c e  o f  w o r k )  a n d  
g i v e s  m i n i m a l  a t t e n t i o n  t o  c o n t e n t  ( i . e .  w h a t  i n t e r a c t i o n s  
a n d  a c t i v i t i e s  a r e  a b o u t )  . E a c h  o f  t h e s e  a s p e c t s  o f  
m a n a g e r i a l  w o r k  a r e  f u r t h e r  d i s c u s s e d  b e l o w .
2 . 1 . 1 a  Form o f  m anageria l work
H a l e s  ( 1 9 8 6 )  , i n  h i s  c r i t i c a l  r e v i e w  o f  t h e  e x i s t i n g  
s t u d i e s ,  c o n c l u d e d  t h a t  t h e  common c h a r a c t e r i s t i c s  o f  
m a n a g e r i a l  w o r k ,  a s  s u g g e s t e d  b y  t h e  e x i s t i n g  l i t e r a t u r e ,  
a n d  n o t w i t h s t a n d i n g  t h e  d i v e r s i t y  a n d  i n c o n s i s t e n c y  o f  
c o n c e p t s  u s e d  b y  t h e  r e s e a r c h e r s ,  a r e  a s  f o l l o w s :
i .  F r a g m e n t e d .  T h e  w o r k  p a t t e r n  o f  m a n y  m a n a g e r s  
c o n s i s t s  o f  s h o r t ,  i n t e r r u p t e d  a c t i v i t i e s  w h e r e b y  t h e  
m a n a g e r ' s  a t t e n t i o n  w a s  f r e q u e n t l y  s h i f t i n g  f r o m  o n e  
s u b j e c t  o r  p e r s o n  t o  a n o t h e r .  A c c o r d i n g  t o  M i n t z b e r g  
( 1 9 7 3 ) ,  t h i s  c h a r a c t e r i s t i c  w a s  m o r e  p r o n o u n c e d  a t  l o w e r  
m a n a g e m e n t  l e v e l s .  T h e  f r a g m e n t e d  p a t t e r n  c o u l d  e i t h e r  b e  
s e l f - i m p o s e d  o r  a  r e q u i r e m e n t  o f  t h e  w o r k ,  o r  b o t h  
( M i n t z b e r g ,  1 9 7 3 ;  S t e w a r t ,  1 9 8 3 ) .  I n  r e l a t i o n  t o  t h i s ,  
S t e w a r t  ( 1 9 8 3 )  p o s e d  t w o  i n t e r e s t i n g  q u e s t i o n s ,  
p a r t i c u l a r l y  f o r  e x a m i n i n g  m a n a g e r i a l  e f f e c t i v e n e s s :  (1 )
d o e s  t h e  f r a g m e n t e d  s t y l e  o f  w o r k  v a r y  a c c o r d i n g  t o  t y p e  o f  
j o b  o r  p e r s o n a l i t y ,  a n d  (2)  a r e  m a n a g e r s  w h o  a l l o w  f r e q u e n t
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i n t e r r u p t i o n  l e s s  e f f e c t i v e  t h a n  t h o s e  w ho  t r y  t o  m i n i m i s e  
i t ?  .
H o w e v e r ,  t h e  f r a g m e n t e d  p a t t e r n  o f  m a n a g e r i a l  w o r k  h a s  b e e n  
c h a l l e n g e d  b y  S h a r i f i  ( 1 9 8 8 )  who s u g g e s t e d  t h a t  s u c h
c o n c l u s i o n s  n e g l e c t e d  t h e  c o n t i n u i t y  t h a t  u n d e r l i e s
m a n a g e r i a l  a c t i v i t i e s  t h r o u g h  p o l i t i c a l  m a n o e u v r i n g ,
n e t w o r k i n g  a n d  t h r o u g h - t i m e s  o f  w h i c h  m a n a g e r s  w e r e  a w a r e .  
M a n a g e r i a l  w o r k  w a s  c h a r a c t e r i s e d  a s  f r a g m e n t e d  b e c a u s e  
i n t e r p r e t a t i o n s  o f  m a n a g e r i a l  w o r k  w e r e  b a s e d  s o l e l y  o n  
b e h a v i o u r i a l  p a t t e r n s  w h i l s t  t h e  p u r p o s e s  o f  t h e  o b s e r v e d  
b e h a v i o u r  w e r e  o v e r l o o k e d .  I n t e r p r e t i n g  m a n a g e r i a l
b e h a v i o u r  b a s e d  o n  t h e  l i n k  b e t w e e n  t h e  o b s e r v e d  a c t i o n  a n d  
i t s  p u r p o s e  w o u l d  r e f l e c t  t h e  c o n t i n u i t y  o f  i s s u e s  o f  
c o n c e r n  t o  t h e  m a n a g e r s .
i i .  I n t e r a c t i v e .  T h e  m a n a g e m e n t  l i t e r a t u r e  s u g g e s t e d  t h a t  
m a n a g e r s  w o r k  w i t h  a n d  t h r o u g h  o t h e r  p e o p l e  ( e . g .  F o l l e t t ,  
1 9 4 2 ;  H e l l e r ,  1 9 7 2 ;  H o r n e  a n d  L u p t o n ,  1 9 6 5 )  . I t  w a s  
r e p o r t e d  i n  t h e  l i t e r a t u r e  t h a t  m a n a g e r s  s p e n t  a  l a r g e  
p o r t i o n  o f  t h e i r  t i m e  - b e t w e e n  t w o - t h i r d s  a n d  f o u r - f i f t h  - 
i n t e r a c t i n g  w i t h  p e o p l e ,  m a i n l y  t h r o u g h  i n f o r m a l ,  f a c e - t o -  
f a c e  i n t e r a c t i o n s  w i t h  m a n a g e r s  o f  t h e  s a m e  s t a t u s  a n d  
r e l a t i n g  t o  v a r i o u s  t o p i c s ,  b e  i t  w o r k -  o r  n o n - w o r k  
r e l a t e d .  T h e  l i t e r a t u r e  a l s o  d i s t i n g u i s h e d  b e t w e e n  
' v e r b a l i s t '  a n d  ' l o n e r s '  ( D u b i n  a n d  S p r a y ,  1 9 6 4 )  a n d  
b e t w e e n  ' h u b '  a n d  ' m a n - m a n a g e m e n t ' ( S t e w a r t ,  1 9 7 6 )  t y p e  o f  
c o n t a c t s .  T h e s e  p a t t e r n s  o f  i n t e r a c t i o n ,  a c c o r d i n g  t o  t h e  
l i t e r a t u r e ,  v a r i e d  b y  t y p e  o f  j o b ,  o r g a n i s a t i o n  a n d  
i n d u s t r i e s .
M i n t z b e r g  ( 1 9 7 3 )  r e p o r t e d  t h a t  v e r b a l  i n t e r a c t i o n  a c c o u n t e d  
f o r  78% o f  t h e  m a n a g e r s '  t i m e ,  w h i l s t  K o t t e r  ( 1 9 8 2 )  
r e p o r t e d  t h a t  t o p  m a n a g e r s  s p e n t  o n  a v e r a g e  7 6% o f  t h e i r  
t i m e  i n t e r a c t i n g  w i t h  o t h e r s ,  o f t e n  o u t s i d e  t h e i r  w o r k  
u n i t s ,  d i s c u s s i n g  n o n - w o r k  r e l a t e d  m a t t e r s .  B u i l d i n g  t h i s  
' n e t w o r k '  o f  c o o p e r a t i v e  r e l a t i o n s h i p s  w a s ,  a c c o r d i n g  t o  a
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s t u d y  b y  L u t h a n s ,  H o d g e t t s  a n d  R o s e n k r a n t z  ( 1 9 8 8 )  , 
s i g n i f i c a n t l y  r e l a t e d  t o  m a n a g e r i a l  s u c c e s s  b u t  l e s s  
s i g n i f i c a n t  t o  m a n a g e r i a l  e f f e c t i v e n e s s .
D e s p i t e  t h e  f r e q u e n t  d o c u m e n t a t i o n  t h a t  m a n a g e r s  s p e n t  m o s t  
o f  t h e i r  t i m e  t a l k i n g ,  o n l y  H a n n a w a y  ( 1 9 8 9 )  p r o v i d e d  t w o  
p l a u s i b l e  a n s w e r s  t o  why  m a n a g e r s  t a l k  s o  m u c h .  A c c o r d i n g  
t o  h e r ,  m a n a g e r s  i n t e r a c t e d  f o r  t w o  m a i n  r e a s o n s :  (1)  t h e y
m a y  b e  m o t i v a t e d  b y  t h e  p a y o f f s  o r  r e w a r d s  a s s o c i a t e d  w i t h  
t h e  i n t e r a c t i o n ,  a n d / o r  (2 )  t h e y  m a y  d e r i v e  i n t r i n s i c  
s a t i s f a c t i o n  f r o m  t h e  l e a r n i n g  a n d  t h e  a f f i l i a t i o n  
a s s o c i a t e d  w i t h  t h i s  b e h a v i o u r .
i i i  R e a c t i v e . M a n a g e r s  w e r e  f o u n d  t o  r e s p o n d  t o ,  r a t h e r  
t h a n  i n i t i a t e ,  e v e n t s  o r  r e q u e s t s .  T h e  r e a c t i v e  n a t u r e  o f  
m a n a g e r i a l  w o r k  w a s  r e l a t e d  t o  t h e  f r a g m e n t e d  n a t u r e  o f  
t h e i r  w o r k ,  e i t h e r  b y  c h o i c e  o r  c o n d i t i o n e d  b y  t h e i r  w o r k ,  
w h i c h  r e q u i r e  t h e m  t o  r e s p o n d  a n d  r e a c t  i n s t i n c t i v e l y  t o  
p r o b l e m s  a n d  p e o p l e  a s  t h e y  a p p e a r e d ,  t h u s  l e a v i n g  l i t t l e  
t i m e  t o  i n i t i a t e  n e w  i d e a s  o r  e v e n t s .  T h e  d e m a n d - d r i v e n  
i m a g e  o f  m a n a g e r i a l  w o r k ,  i n s t e a d  o f  a n  i m a g e  o f  s o m e o n e  i n  
c o n t r o l ,  h o w e v e r ,  d i d  n o t  m e a n  t h a t  m a n a g e r s  h a d  n o  c h o i c e  
i n  w h a t  t h e y  d o  ( S t e w a r t ,  1 9 8 2 )  o r  w e r e  n o t  b e i n g  
o p p o r t u n i s t i c  a b o u t  t h e  d e m a n d s  o f  o t h e r s  ( K o t t e r ,  1 9 8 2 ) :  
t h e y ,  i n  f a c t ,  p r e f e r r e d  t o  ' l i v e '  i n  a  r e a c t i v e  
e n v i r o n m e n t  ( M i n t z b e r g ,  1 9 7 3 ) .
i v .  E x i g e n t .  M a n a g e r s  p r e f e r r e d  t o  f o c u s  t h e i r  a t t e n t i o n  
o n  d a y - t o - d a y  i s s u e s  o f  ' o r g a n i s i n g ,  u n i f y i n g  a n d  
r e g u l a t i n g '  r a t h e r  t h a n  o n  s t r a t e g i c  i s s u e s  o r  l o n g - t e r m  
p l a n n i n g  ( H o r n e  a n d  L u p t o n ,  1 9 6 5 ) .  M a n a g e r i a l  p r e f e r e n c e  
f o r  a c t i v i t i e s  t h a t  a r e  c u r r e n t ,  s p e c i f i c ,  w e l l - d e f i n e d  a n d  
n o n - r o u t i n e ,  a c c o r d i n g  t o  M i n t z b e r g  ( 1 9 7 3 ) ,  w a s  b e c a u s e  
m a n a g e r s  w o r k  i n  a  s t i m u l u s - r e s p o n s e  e n v i r o n m e n t .  T h e  
p r e f e r e n c e  f o r  l i v e  a c t i o n  e n a b l e d  m a n a g e r s  t o  p r o v i d e  
q u i c k  r e s p o n s e s  t o  t h e i r  ' i n p u t s ' .  T h i s  p r e f e r e n c e  a l s o  
l e d  t o  l e s s  o p p o r t u n i t y  f o r  o v e r l o a d  t o  d e v e l o p  ( W e i c k ,
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v .  N e g o t i a t e d .  T h e  l i t e r a t u r e  a l s o  d o c u m e n t e d  t h a t  
m a n a g e r s  w e r e  i n v o l v e d  i n  b a r g a i n i n g  o v e r  t h e i r  j o b  
b o u n d a r i e s ,  c o n t e n t  a n d  s t y l e  o f  t h e i r  w o r k .  T h e  
n e g o t i a t e d  n a t u r e  o f  m a n a g e r i a l  w o r k  l e d  t o  v a r i a t i o n s  i n  
p e r f o r m a n c e  b e t w e e n  t w o  i n d i v i d u a l s  i n  s i m i l a r  j o b s  w i t h i n  
t h e  s a m e  o r g a n i s a t i o n  ( S t e w a r t ,  1 9 8 2 ) .  I n  n e g o t i a t i n g  
t h e i r  j o b  b o u n d a r i e s ,  m a n a g e r s  m ay  b e  i n v o l v e d  i n  p o w e r  
s t r u g g l e s ,  w i t h  p a r t i c u l a r  e m p h a s i s  o n  t h e  d e v e l o p m e n t  o f  
t h e i r  p e r s o n a l  d o m a i n s .  T h e  e x i s t e n c e  o f  ' i n f o r m a l '  
a c t i v i t i e s  i n  m a n a g e r i a l  w o r k  w h i c h  g a v e  r i s e  t o  p o w e r  
s t r u g g l e s  a n d  c o n f l i c t s  c a l l  i n t o  q u e s t i o n  t h e  n a t u r e  o f  
m a n a g e m e n t  a s  a  p o l i t i c a l l y  n e u t r a l  a c t i v i t y  ( W i l l m o t t ,  
1 9 8 4 )  .
v i . T h i n k i n g - i n - a c t i o n .  M a n a g e r s  w e r e  e n g a g e d  i n  m e n t a l  
a c t i v i t i e s  a n d  a n a l y t i c a l  t h i n k i n g  w h i l s t  p e r f o r m i n g  o t h e r  
t a s k s  ( S t e w a r t ,  1 9 8 2 )  a n d  t h e i r  d e c i s i o n s  o n  a p p r o p r i a t e  
c o u r s e s  o f  a c t i o n s  r e g a r d i n g  f u t u r e  e v e n t s  w e r e  e m b e d d e d  i n  
t h e i r  p a s t  e x p e r i e n c e s ,  a s s u m p t i o n s  a b o u t  t h e  e v e n t s  a n d  
e x p e c t a t i o n s  r e g a r d i n g  t h e  o u t c o m e  o f  s u c h  a c t i o n s  
( S h a r i f i ,  1 9 8 8 ) .  As ' t h i n k i n g - d o e r s ' , m a n a g e r s  p l a n n e d  
t h e i r  a c t i o n s  m e n t a l l y .  T h e  f a c t  t h a t  m a n a g e r s  p l a n  w h i l e  
p e r f o r m i n g  t h e i r  w o r k  l e d  M i n t z b e r g  ( 1 9 7 3 )  t o  c o n c l u d e  t h a t  
m a n a g e r s  d o  n o t  p l a n .  H o w e v e r ,  h i s  c o n c l u s i o n  h a s  b e e n  
c h a l l e n g e d  b y  S y n d e r  a n d  G l u e c k  ( 1 9 8 0 ) ,  who  r e p o r t e d  t h a t  
m a n a g e r s  d i d  e n g a g e  i n  p l a n n i n g  b u t  t h i s  w a s  n o t  o b s e r v a b l e  
b e c a u s e  t h e  p r o c e s s  i n v o l v e d  w a s  l a r g e l y  c o g n i t i v e .
v i i .  E c l e c t i c . By  c o m m u t i n g  b e t w e e n  a c t i v i t i e s ,  m a n a g e r s  
w e r e  s e e n  a s  c h a n g i n g  t h e  w a y  o f  d e a l i n g  w i t h  p r o b l e m s  o r  
p e o p l e  a s  t h e y  a p p e a r e d .  T h u s ,  m a n a g e r s  w e r e  f l e x i b l e  a n d  
a d a p t a b l e  i n  t h e i r  a p p r o a c h ,  a s  w e l l  a s  k n o w l e d g e a b l e .
v x .  C o n c r e t e . T h e  p r e c e d i n g  c h a r a c t e r i s t i c s  o f  t h e  n a t u r e  
o f  m a n a g e r i a l  w o r k  h a s  i n e v i t a b l y  d i r e c t e d  m a n a g e r s  t o
1 9 7 6 )  .
e m p h a s i s e  c o n c r e t e  r a t h e r  t h a n  a b s t r a c t  m a t t e r s .  T h i s  m ay  
e x p l a i n  w h y  m a n a g e r s  w e r e  o b s e r v e d  t o  b e  m o r e  i n v o l v e d  i n  
t r o u b l e - s h o o t i n g  t h a n  i n  l o n g - t e r m  s t r a t e g i c  p l a n n i n g  
( H o r n e  a n d  L u p t o n ,  1 9 6 5 ;  P h e y s e y ,  1 9 7 2 ) .
T h o u g h  i n t e r e s t i n g ,  t h e  e v i d e n c e  p r o v i d e d  b y  p r e v i o u s  
s t u d i e s  o n  t h e  c h a r a c t e r i s t i c s  o f  m a n a g e r i a l  w o r k  d o  n o t  
g i v e  s e r i o u s  c o n s i d e r a t i o n  t o  t h e  c o n t e x t  w i t h i n  w h i c h  
t h e s e  b e h a v i o u r s  w e r e  f o u n d ,  t h u s  r e s u l t i n g  i n  t h e  
d i f f i c u l t y  o f  j u d g i n g  t h e  a p p r o p r i a t e n e s s  o f  t h e s e  
c h a r a c t e r i s t i c s  t o  s i t u a t i o n a l  d e m a n d s  ( H a l e s ,  1 9 8 7 ) .
F u r t h e r ,  t h e  a b o v e  d e s c r i p t i o n s  h a v e  y e t  t o  t e l l  u s  w h a t  
a l l  t h e s e  a c t i v i t i e s  a r e  a b o u t  - t h e  c o n t e n t  o f  m a n a g e r i a l  
w o r k .  K n o w l e d g e  a b o u t  t h e  c o n t e n t  o f  m a n a g e r i a l  w o r k  i s  
i m p o r t a n t  i n  a t t a i n i n g  a  b e t t e r  u n d e r s t a n d i n g  o f  a  
p a r t i c u l a r  j o b ,  s u c h  a s  i t s  d e g r e e  o f  c o m p l e x i t y ,  t h e  t y p e  
o f  s k i l l s  e s s e n t i a l  t o  i m p r o v e  t h e  j o b h o l d e r ' s  p e r f o r m a n c e ,  
a s  w e l l  a s  p r o v i d i n g  s u b s t a n t i v e  e x p l a n a t i o n  o n  v a r i a t i o n s  
b e t w e e n  j o b s .
2 . 1 . 1 b  C ontent o f  m an ageria l work
H a l e s  ( 1 9 8 6 ) ,  i n  h i s  c r i t i c a l  r e v i e w  o f  t h e  l i t e r a t u r e ,  h a s  
a l s o  i d e n t i f i e d  a  l i s t  o f  common  e l e m e n t s  i n v o l v e d  i n  t h e  
w o r k  o f  m a n a g e r s  a s  o f f e r e d  b y  p r e v i o u s  r e s e a r c h e r s  ( s e e  
f i g u r e  2 . 1 )  . B a s e d  o n  t h e s e  f i n d i n g s ,  H a l e s  c o n c l u d e d  t h a t  
m a n a g e r s  p e r f o r m e d  s p e c i a l i s t  o r  t e c h n i c a l  w o r k  a s  w e l l  a s  
g e n e r a l  o r  a d m i n i s t r a t i v e  w o r k .  I n  p e r f o r m i n g  t h e  l a t t e r ,  
t h e  a c t i v i t i e s  i n v o l v e d  w e r e  r e l a t e d  t o  p e r f o r m i n g  t h e  
r o l e s  o f  f i g u r e h e a d  a n d  l e a d e r  o f  a n  o r g a n i s a t i o n a l  u n i t ;  
d e v e l o p i n g  a n d  m a i n t a i n i n g  n e t w o r k s ;  m o n i t o r i n g ,  f i l t e r i n g  
a n d  d i s s e m i n a t i n g  i n f o r m a t i o n ;  a l l o c a t i n g  r e s o u r c e s ; 
h a n d l i n g  d i s t u r b a n c e s  a n d  m a i n t a i n i n g  w o r k  f l o w s ;  
n e g o t i a t i n g ;  i n n o v a t i n g ;  p l a n n i n g  a n d  c o n t r o l l i n g  a n d  
d i r e c t i n g  s u b o r d i n a t e s .
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a. Hemphill (1959)
'Position Elements'' : consisting of providing non-operational s ta ff  
service, work supervision, internal business control, technical 
aspects of product markets, human community and personal, long- 
range planning, exercise of authority, business reputation, 
personal demands and preservation of assets.
b. Sayles (1964)
'Managerial A c t iv it ie s ': (i) participation in external workflows
via following relationship, i . e .  involving workflow, trading, 
servicing, advising, auditing, stab ilising and innovating; (ii) 
monitoring; and ( i i i )  leadership.
c. Pheysey (1972)
'Position Elements': consisting of trouble-shooting, forward 
planning, briefing subordinates, conducting meetings, reviewing 
subordinates' progress and interest in personal problems.
d. Mintzberg (1973)
'Managerial r o le s ': (i) interpersonal - involving figurehead,
leader and liaison; (ii) informational - involving monitor, 
disseminator and spokesman; (i i i )  decisional - involving 
entrepreneur, disturbance handler, resource allocator and 
negotiator.
e. Tornow and Pinto (1976)
'Management Position Descriptors': product, marketing, financial 
strategy, coordination of organisational units and personnel, 
interest business control, product and service responsibility, 
public and customer relations, advanced consulting, autonomy of 
action, approval of financial commitments, s ta ff service, 
supervision, complexity and stress, advanced financial 
responsib ility  and broad personnel responsibility.
f . Stewart (1967, 1976, 1980, 1982)
'Recurrent Managerial A ctivities' : liaison/contacts, maintenance 
of work, innovation/risk taking and setting job boundaries.
g. Kotter (1982)
'S im ilarities in Managerial Behaviour': setting agendas 
(planning), network building (contacts) , network-using 
(persuading, getting things done) and implementing agendas 
(decision-making).
h *Hales (1987)
'Role Demands as Constituted by Others' : s ta ff administration, 
sta ff development, customer administration, equipment 
administration, financial administration, financial development, 
materials administration, materials development, premises 
administration, general information administration, se lf  
administration, general work administration, general performance 
administration, general performance development and service 
quality.
i *Luthans et a l. (1988)
'Categories of Managerial A ctivities' : (i) traditional 
management - involving planning, decisions and controlling; (ii) 
routine communication - involving exchanging information and 
paperwork; ( i i i )  human resource management - involving motivation, 
discip line, managing conflict, staffing and training; (iv) 
networking - involving interacting with outsiders and 
soc ia lisin g /p o litick in g .
(Abstract from Hales, 1986; ' *' updated)
F i g u r e  2 . 1 :  T h e  c o n t e n t  o f  m a n a g e r i a l  w o r k :  k e y  e l e m e n t s
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W h i l s t  s h o w i n g  t h a t  t h e  ' c l a s s i c a l  p r i n c i p l e s  o f  
m a n a g e m e n t '  c o n t i n u e d  t o  b e  u s e f u l  i n  d e s c r i b i n g  m a n a g e r i a l  
w o r k ,  t h e  f i n d i n g s  o f  p r e v i o u s  s t u d i e s  h a d  a d d e d  i n s i g h t s  
a n d  u n d e r s t a n d i n g  i n t o  m a n a g e r i a l  w o r k  i n  t w o  r e s p e c t s . 
F i r s t ,  t h e y  i n d i c a t e d  e l e m e n t s  t h a t  w e r e  n o t  i n c l u d e d  i n  
t h e  ' c l a s s i c a l '  p r i n c i p l e s  a n d  s e c o n d ,  t h e y  p r o v i d e d  m o r e  
s u b s t a n t i v e  d e t a i l s  o n  w h a t  t h e s e  p r i n c i p l e s  m a y  i n v o l v e .
T h u s ,  a l t h o u g h  t h e s e  s t u d i e s  h a v e  i m p r o v e d  o u r  
u n d e r s t a n d i n g  o f  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k ,  t h e y  h a v e  
y e t  t o  f u r n i s h  u s  w i t h  a  c o m p l e t e  u n d e r s t a n d i n g  o f  t h e  
p h e n o m e n o n .  T h e  s t u d i e s ,  i n  p a r t i c u l a r ,  a n a l y s e  m a n a g e r i a l  
w o r k  f r o m  t h e  i n d i v i d u a l  j o b h o l d e r ' s  p e r s p e c t i v e  a n d  w h a t  
t h e y  d o ,  w i t h o u t  r e l a t i n g  t h i s  t o  o t h e r  v a r i a b l e s  i n v o l v e d  
i n  t h e  w o r k  o f  t h e  m a n a g e r s . T h e  e x c e p t i o n s  a r e  H a l e s  
( 1 9 8 7 ) ,  L u t h a n s  e t  a l . ( 1 9 8 5 ,  1 9 8 8 )  a n d  S t e w a r t  ( 1 9 6 7 ,
1 9 7 6 ,  1 9 8 0 ,  1 9 8 2 ) ,  w ho  h a v e  e x a m i n e d  m a n a g e r i a l  w o r k  i n
r e l a t i o n  t o  o r g a n i s a t i o n a l  c i r c u m s t a n c e s .  T h e s e  s t u d i e s  
a r e  d i s c u s s e d  f u r t h e r  i n  t h e  n e x t  s e c t i o n .
2 . 1 . 2  O r g a n isa tio n a l P e r sp e c tiv e s
T h e  g e n e r a l  t h e m e  i n  t h e  m a n a g e m e n t  l i t e r a t u r e  s u g g e s t i n g  
t h a t  m a n a g e r s  w o r k  w i t h  a n d  f o r  o t h e r  p e o p l e  a p p e a r s  t o  
h a v e  b e e n  n e g l e c t e d  b y  s t u d i e s  f o c u s i n g  p r i m a r i l y  o n  t h e  
m a n a g e r s '  p e r c e p t i o n s  a s  e v i d e n c e  o n  t h e  n a t u r e  o f  
m a n a g e r i a l  w o r k .  I f  t h e  e s s e n c e  o f  m a n a g e m e n t  i s  w o r k i n g  
w i t h  a n d  f o r  o t h e r  p e o p l e ,  t h e n  a n  u n d e r s t a n d i n g  o f  
m a n a g e r i a l  w o r k  c a n n o t  b e  o b t a i n e d  o n  t h e  b a s i s  o f  a  s i n g l e  
r o l e  i n  i s o l a t i o n  b u t  i n  r e l a t i o n  t o  g r o u p s  o f  i n d i v i d u a l s  
w i t h  whom t h e y  i n t e r a c t  t o  a c c o m p l i s h  t h e i r  t a s k s  a n d  
r e s p o n s i b i l i t i e s .
S t e w a r t  ( 1 9 7 6 ,  1 9 8 2 )  o b s e r v e d  t h e  w o r k  o f  m a n a g e r s  i n
r e l a t i o n  t o  t h e  r e q u i r e m e n t s  o f  o t h e r s .  U s i n g  t h e  c o n c e p t s  
o f  ' d e m a n d s ' ,  ' c o n s t r a i n t s '  a n d  ' c h o i c e s ' ,  a n d  f o c u s i n g  o n  
c o n t a c t  p a t t e r n s ,  s h e  a r g u e d  a n d  d e m o n s t r a t e d  t h a t
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d i f f e r e n c e s  i n  m a n a g e r i a l  j o b s  w e r e  a  f u n c t i o n  o f  t h e  
s t r e n g t h  o f  d e m a n d s  m a d e  b y  p a r t i c u l a r  c o n t a c t s .  H o w e v e r ,  
S t e w a r t  f a i l e d  t o  e x p l i c a t e  t h e  s o u r c e s  o f  t h e s e  d e m a n d s  
a n d  t o o k  t h e  e x p e c t a t i o n s  a s  i n h e r e n t  i n  t h e  j o b s  a n d  a s  
p e r c e i v e d  b y  t h e  r e s p o n d e n t s ,  t h u s  l e a v i n g  t h e  p o s s i b i l i t y  
o f  a  d i s c r e p a n c y  b e t w e e n  p e r c e i v e d  a n d  a c t u a l  e x p e c t a t i o n s  
u n e x a m i n e d .
O t h e r  s t u d i e s  i n  t h i s  a r e a  h a v e  u s e d  t h e  c o n c e p t s  o f  r o l e  
t h e o r y  t o  e x p l a i n  t h e  p h e n o m e n o n  ( H a l e s ,  1 9 8 7 ;  P f e f f e r  a n d  
S a l a n c i k ,  1 9 7 5 ;  T s u i ,  1 9 8 4 ) .  P f e f f e r  a n d  S a l a n c i k  
i n v e s t i g a t e d  d e t e r m i n a n t s  o f  s u p e r v i s o r y  b e h a v i o u r  b a s e d  o n  
e x p e c t a t i o n s  o f  s u p e r i o r s ,  s u b o r d i n a t e s  a n d  p e e r s ,  a s  
p e r c e i v e d  b y  t h e  r e s p o n d e n t s . T h e y  r e p o r t e d  t h a t  
e x p e c t a t i o n s  o f  s u b o r d i n a t e s  w e r e  m o r e  i m p o r t a n t  i n  
i n f l u e n c i n g  s o c i a l  b e h a v i o u r s  w h i l s t  t h e  e x p e c t a t i o n s  o f  
s u p e r i o r s  w e r e  m o r e  i m p o r t a n t  i n  i n f l u e n c i n g  w o r k - r e l a t e d  
b e h a v i o u r .  T h e  p r o b l e m  w i t h  t h i s  s t u d y ,  a s  w i t h  S t e w a r t ' s ,  
w a s  t h a t  i t  l e f t  t h e  o r i g i n  o f  e x p e c t a t i o n s  l a r g e l y  
u n e x a m i n e d .
A s y s t e m a t i c  a p p r o a c h  i n  s t u d y i n g  t h e  r e l a t i o n s h i p  b e t w e e n  
a c t u a l  a n d  p e r c e i v e d  e x p e c t a t i o n s  c o u l d  b e  s e e n  i n  t h e  
s t u d y  o f  M a c h i n  ( 1 9 8 2 ) ,  w h i c h  u s e d  q u e s t i o n n a i r e s  t o  
c o l l e c t  d a t a  r e l a t i n g  t o  w h a t  m a n a g e r s  e x p e c t e d  f r o m  o t h e r s  
a n d  w h a t  t h e i r  p e r c e p t i o n s  o f  o t h e r s '  e x p e c t a t i o n s  w e r e .  
W hen t h e s e  e x p e c t a t i o n s  w e r e  p l a c e d  i n t o  a  m a t r i x ,  i t  
r e v e a l e d  w h a t  w a s  e x p e c t e d  o f  whom, b y  whom, h o w  f a r  t h e s e  
e x p e c t a t i o n s  w e r e  r e c o g n i s e d  a n d  a c k n o w l e d g e d ,  a n d  how f a r  
t h e y  w e r e  r e c i p r o c a t e d .
I n  c o n t r a s t  t o  t h e  a b o v e  a p p r o a c h ,  H a l e s  ( 1 9 8 7 )  a n d  H a l e s  
a n d  N i g h t i n g a l e  ( 1 9 8 6 )  a p p r o a c h e d  t h e  p h e n o m e n o n  u s i n g  a  
f o r m  o f  r e s e a r c h  t r i a n g u l a t i o n  ( J i c k ,  1 9 7 9 ) .  I n s t e a d  o f  
s t u d y i n g  w h a t  m a n a g e r s  d o  a c r o s s  i n d u s t r i e s  o r  s t u d y i n g  
m a n a g e r s  f r o m  d i f f e r e n t  l e v e l s  a n d  f u n c t i o n s ,  t h e y  f o c u s e d  
o n  t h e  w o r k  o f  ' u n i t '  m a n a g e r s ,  t h o s e  m a n a g i n g  a  s i n g l e ,
d e f i n a b l e ,  u n i t  o p e r a t i o n ,  w i t h i n  a  s i n g l e  i n d u s t r y ,  
h o s p i t a l i t y .
H a l e s  a n d  N i g h t i n g a l e ' s  r e s e a r c h  h a d  t w o  s t a g e s .  T h e  f i r s t  
a t t e m p t e d  t o  p r o v i d e  a n  u n d e r s t a n d i n g  o f  t h e  w o r k  o f  
m a n a g e r s  f r o m  t h e  p e r s p e c t i v e s  o f  t h e  r o l e - s e t  u s i n g  a n  
a p p r o a c h  b a s e d  o n  S t e w a r t ' s  ' D e m a n d s ,  C o n s t r a i n t s  a n d  
C h o i c e s '  a n d  M a c h i n ' s  ' E x p e c t a t i o n s  A p p r o a c h ' .  T h e  s t u d y  
f o u n d  t h a t  m a n a g e r s  w e r e  s u b j e c t  t o  a  m a s s  o f  c o m p e t i n g ,  
o f t e n  c o n t r a d i c t o r y  r e q u i r e m e n t s  f r o m  v a r i o u s  g r o u p s  o f  
t h e i r  r o l e - s e t s  ( i n s i d e  o r  o u t s i d e  t h e  m a n a g e r s '  
o r g a n i s a t i o n s )  , b o t h  i n  t e r m s  o f  w h a t  t h e y  m u s t  d o  o r  
a c h i e v e  a n d  t h e  s k i l l s  w h i c h  t h e y  n e e d e d  t o  p o s s e s s .  T h e y  
a r g u e d  t h a t  t h e  d i f f e r e n t  a n d  c o m p e t i n g  e x p e c t a t i o n s  u p o n  
a n  i n d i v i d u a l  m a n a g e r ' s  j o b ,  r e q u i r e d  d i f f e r e n t  s k i l l s  t o  
u n d e r t a k e  d i f f e r e n t  u n i t  m a n a g e r i a l  j o b s  i n  t h e  i n d u s t r y .  
F u r t h e r ,  i n d i v i d u a l  j o b s  a l s o  r e q u i r e  s k i l l s  w h i c h  v a r y  i n  
k i n d  a s  w e l l  a s  d e g r e e .
T h e  s e c o n d  s t a g e  a t t e m p t e d  t o  r e l a t e  t h e s e  e x p e c t a t i o n s  t o  
a c t u a l  w o r k  p a t t e r n s ,  p r o v i d i n g  s o m e  e v i d e n c e  o n  t h e  d e g r e e  
o f  c o n g r u e n c e  b e t w e e n  r o l e  e x p e c t a t i o n s  a n d  r o l e  
p e r f o r m a n c e  ( H a l e s ,  1 9 8 7 )  . T h i s  s t a g e  p r o v i d e d  f u r t h e r  
r e f i n e m e n t s  o f  t h e  v a r i a t i o n s  a n d  d i f f e r e n c e s  i n v o l v e d  i n  
t h e  u n i t  m a n a g e r s '  w o r k .  H a l e s  c o n c l u d e d  t h a t :  (1 )  t h e
c h a r a c t e r  o f  u n i t  m a n a g e m e n t  i s  d e t e r m i n e d  b y  t h e  k i n d  o f  
' u n i t '  b e i n g  m a n a g e d  a n d  t h e  t y p e  o f  m a n a g e m e n t  p r o c e s s  
i n v o l v e d ;  (2 )  v a r i a t i o n s  i n  m a n a g e r i a l  j o b s  a r e  d e p e n d e n t  
o n  d e m a n d s  b y  o t h e r s  a n d  t h e  e x t e n t  t o  w h i c h  t h e s e  r o l e  
d e m a n d s  a r e  c o m p l e m e n t a r y  o r  c o m p e t i n g ;  (3 )  d i f f e r e n c e s  i n  
e m p h a s i s  o f  t h e  d e m a n d s  a l s o  d e t e r m i n e  v a r i a t i o n s  i n  
m a n a g e r i a l  j o b s ;  a n d  (4)  t h e  e x t e n t  t o  w h i c h  m a n a g e r i a l  
p e r f o r m a n c e  c a n  b e  ' e f f e c t i v e '  i n  m e e t i n g  t h e  d e m a n d s  o f  
o t h e r s  i s  a  f u n c t i o n  o f  b o t h  t h e  a c c u r a c y  o f  p e r c e p t i o n s  o f  
t h o s e  d e m a n d s  a n d  t h e  a b i l i t y  t o  w h i c h  t h e  r o l e  d e m a n d s  
c a n ,  i n  t o t a l ,  b e  m e t .
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A n o t h e r  p o s s i b i l i t y  f o r  e x a m i n i n g  t h e  n a t u r e  o f  m a n a g e r i a l  
w o r k  i n  r e l a t i o n  t o  e x p e c t a t i o n s  o f  o t h e r s  i s  t o  e x a m i n e  
t h e  r e l a t i o n s h i p  b e t w e e n  j o b h o l d e r s  w ho  h a v e  t o  w o r k  
t o g e t h e r .  F r o m  a  l o n g i t u d i n a l  s t u d y  o f  t h e  r e l a t i o n s  
b e t w e e n  t w e n t y  g e n e r a l  m a n a g e r s  a n d  t h e i r  c h a i r m e n  i n  t h e  
U n i t e d  K i n g d o m  N a t i o n a l  H e a l t h  S e r v i c e ,  S t e w a r t  ( 1 9 9 1 )  
d e m o n s t r a t e d  t h a t  t h e  t w o  r o l e s  w e r e  d e p e n d e n t  u p o n  e a c h  
o t h e r ,  a n d  o c c u p i e d  o v e r l a p p i n g  d o m a i n s  s u c h  t h a t  w h a t  e a c h  
c o u l d  d o  w a s  c o n s i d e r a b l y  a f f e c t e d  b y  t h e  o t h e r ' s  
b e h a v i o u r .
A n a l y s i n g  t h e  w o r k  o f  m a n a g e r s  a s  d e f i n e d  b y  m e m b e r s  o f  
t h e i r  r o l e - s e t ,  p a r t i c u l a r l y  t h o s e  w i t h  whom t h e y  w o r k e d  
c l o s e l y ,  f u r t h e r  d e m o n s t r a t e d  t h a t  m a n a g e r i a l  w o r k  d i f f e r e d  
a c c o r d i n g  t o  i t s  s e t t i n g .  I f  p r e v i o u s l y  v a r i a t i o n s  i n  
m a n a g e r i a l  w o r k  s e e m e d  t o  b e  c o n t i n g e n t  o n ,  a m o n g  o t h e r  
t h i n g s ,  h i e r a r c h i c a l  l e v e l ,  o r g a n i s a t i o n  ( t y p e ,  s t r u c t u r e  
a n d  s i z e ) , e n v i r o n m e n t ,  c u l t u r e  ( a s  r e v i e w e d  b y  H a l e s ,  
1 9 8 6 ;  H a r b i s o n  a n d  M y e r s ,  1 9 5 9 ;  N a t h ,  1 9 6 8 ;  W e i n s h a l l ,  
1 9 7 2 )  a n d  i n d i v i d u a l  c h o i c e  ( M a r s h a l l  a n d  S t e w a r t ,  1 9 8 1 ;  
S t e w a r t ,  1 9 7 6 ,  1 9 8 2 ) ,  t h e  a b o v e  s t u d i e s  h a v e  s u g g e s t e d  t h a t  
m a n a g e r i a l  w o r k  i s  a l s o  c o n t i n g e n t  o n  t h e  e x p e c t a t i o n s  o f  
t h e  m e m b e r s  o f  t h e  r o l e - s e t .  F u r t h e r ,  t h e  t w o  s t a g e s  o f  
r e s e a r c h  c o n d u c t e d  b y  H a l e s  a n d  N i g h t i n g a l e  a n d ,  
s u b s e q u e n t l y  b y  H a l e s ,  a t t e m p t e d  t o  e s t a b l i s h  s u b s t a n t i v e  
c o n n e c t i o n s  b e t w e e n  m a n a g e r i a l  w o r k  a n d  o t h e r  v a r i a b l e s  
w h i c h  w e r e  l o n g  o v e r d u e .
H o w e v e r ,  t h e  a b o v e  s t u d i e s  l o o k e d  a t  t h e  m a n a g e r s '  r o l e  
e x p e c t a t i o n s  w i t h o u t  t a k i n g  i n t o  c o n s i d e r a t i o n  t h e i r  
r e l a t i o n s h i p  t o  t h e  s t r u c t u r a l  c o m p o n e n t  o f  a n  o r g a n i s a t i o n  
w i t h i n  w h i c h  t h e  b e h a v i o u r s  w e r e  o b s e r v e d ,  p a r t i c u l a r l y  t h e  
i m p a c t  t h a t  s t r u c t u r a l  r e g u l a t i o n s  i m p o s e d  o n  m a n a g e r i a l  
w o r k .
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T h e  e v i d e n c e  o f  i n t e r d e p e n d e n c y  b e t w e e n  m a n a g e r i a l  w o r k  a n d  
o r g a n i s a t i o n a l  c o n t e x t  s u g g e s t e d  b y  t h e  s t u d i e s  r e v i e w e d  i n  
t h e  p r e c e d i n g  s e c t i o n s  m a d e  i t  i m p e r a t i v e  t o  e x a m i n e  
m a n a g e r i a l  w o r k  b y  c o m b i n i n g  b o t h  t h e  i n d i v i d u a l  a n d  
o r g a n i s a t i o n a l  l e v e l s  o f  a n a l y s i s ,  s o  a s  t o  o b t a i n  a  
c o m p l e t e  p i c t u r e  o f  t h e  p h e n o m e n o n .
T r a d i t i o n a l l y ,  w r i t e r s  o n  o r g a n i s a t i o n s  h a v e  c o n c e n t r a t e d  
o n  t h e  d e t e r m i n a n t s  a n d  d i m e n s i o n s  o f  o r g a n i s a t i o n a l  
s t r u c t u r e  a n d  t h e  i m p a c t  o f  s t r u c t u r e  o n  o r g a n i s a t i o n a l  
e f f e c t i v e n e s s .  T h e  w r i t e r s  h a v e  l a r g e l y  i g n o r e d  t h e  
s u b s t a n c e  o f  t h e  e f f e c t  o f  f o r m s  o f  o r g a n i s a t i o n  u p o n  
m a n a g e r i a l  w o r k ,  t h o u g h  t h e y  r e c o g n i s e d  t h e  g e n e r a l  e f f e c t  
p e r  s e .
S t u d i e s  r e l a t e d  o r g a n i s a t i o n a l  v a r i a b l e s  s u c h  a s  ' s i z e ' ,  
' p r o d u c t '  o r  ' i n d u s t r y '  t o  j o b s  p e r f o r m e d  b y  m a n a g e r s  h a v e  
o n l y  b e e n  u n d e r t a k e n  b y  a  s m a l l  n u m b e r  o f  r e s e a r c h e r s .  
E v e n  h e r e ,  t h e r e  h a s  b e e n  l i t t l e  a t t e m p t  t o  i n d i c a t e  t h e  
s u b s t a n c e  o f  t h e  c o n n e c t i o n  b e t w e e n  t h e  t w o  v a r i a b l e s  ( i . e .  
h ow  d i f f e r e n t  t y p e s  o f  o r g a n i s a t i o n  a f f e c t  t h e  j o b s  o f  
m a n a g e r s )  . T h e  e x c e p t i o n s  h a v e  b e e n  C h i l d  a n d  E l l i s  
( 1 9 7 3 ) ,  H a l e s  ( 1 9 8 9 ) ,  H a n n a w a y  ( 1 9 8 9 ) ,  J a c k a l l  ( 1 9 8 8 ) ,  
L u t h a n s  e t  a l . ( 1 9 8 8 ) ,  M i n t z b e r g  ( 1 9 7 9 ) .
I n  e x a m i n i n g  t h e  e f f e c t  o f  e n v i r o n m e n t a l  a n d  o r g a n i s a t i o n a l  
a t t r i b u t e s  o n  d i f f e r e n c e s  o f  t h e  w o r k  r o l e  c h a r a c t e r i s t i c s  
a m o n g  m a n a g e r s  i n  s i x  d i f f e r e n t  i n d u s t r i e s ,  C h i l d  a n d  E l l i s  
( 1 9 7 3 )  a r g u e d  t h a t  v a r i a t i o n s  i n  m a n a g e r i a l  r o l e s  c o u l d  b e  
p r e d i c t e d  f r o m  t h e  n a t u r e  o f  t h e  i n d u s t r y ,  f u n c t i o n a l  
s p e c i a l i s m  a n d  t h e  p r e v a i l i n g  t y p e  o f  o r g a n i s a t i o n a l  
s t r u c t u r e .  H o w e v e r ,  t h i s  c o n c l u s i o n  i s  q u e s t i o n a b l e  a s  i t  
w a s  b a s e d  o n  d a t a  g a t h e r e d  p r i m a r i l y  t h r o u g h  q u e s t i o n n a i r e s  
d i s t r i b u t e d  t o  7 8 7  m a n a g e r s  a n d  t h e r e f o r e ,  r e l i e d  h e a v i l y  
o n  t h e  m a n a g e r s '  p e r c e p t i o n s  o f  o t h e r s '  e x p e c t a t i o n s ,
2 . 1 . 3  M u l t i l e v e l  A n a l y s i s
r a t h e r  t h a n  t h e  a c t u a l  e x p e c t a t i o n s  o f  t h e m .  F u r t h e r m o r e ,  
t h e  n a t u r e  o f  t h e  c o n n e c t i o n  b e t w e e n  t h e  v a r i a b l e s  w a s  n o t  
e x p l i c a t e d .
W i t h  t h e  a i m  o f  p r o v i d i n g  i n s i g h t  i n t o  t h e  s o c i a l  s y s t e m  o f  
a n  o r g a n i s a t i o n ,  H a n n a w a y  ( 1 9 8 9 )  e x a m i n e d  m a n a g e r i a l  
b e h a v i o u r  i n  t h e  c o n t e x t  o f  t h e  o r g a n i s a t i o n a l  o b j e c t i v e s  
o r  g o a l s  a n d  t h e  r e l a t i o n s h i p  b e t w e e n  t h e  m a n a g e r s  a n d  
o t h e r  m e m b e r s  o f  t h e  o r g a n i s a t i o n .  B a s e d  o n  d a t a  c o l l e c t e d  
t h r o u g h  a c t i v i t y  s a m p l i n g ,  u s i n g  a  b e e p e r ,  s h e  o b s e r v e d  
t h a t  t h e  m a n a g e r s  i n  h e r  s t u d y  b a s i c a l l y  e x h i b i t e d  t w o  
t y p e s  o f  b e h a v i o u r s  -  r e a c t i v e  a n d  i n t e r a c t i v e .  T h e  
m a n a g e r s  w e r e  o b s e r v e d  t o  b e  c o n s t a n t l y  r e a c t i n g  t o  a  
s e r i e s  o f  d e m a n d s  o r i g i n a t i n g  f r o m  o t h e r  i n d i v i d u a l s ,  
i n s t e a d  o f  i n i t i a t i n g  t h o s e  d e m a n d s ,  a n d  s p e n d i n g  a  
s i g n i f i c a n t  a m o u n t  o f  t i m e  i n t e r a c t i n g  w i t h  o t h e r s .
B a s e d  o n  h e r  f i n d i n g s ,  H a n n a w a y  ( 1 9 8 9 )  o f f e r e d  s o m e  
c o n j e c t u r e s  o n  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k  w h e n  t h e r e  i s  
a  c h a n g e  i n  t h e  o r g a n i s a t i o n a l  s t r u c t u r e .  S h e  f o c u s e d  o n  
t w o  a r e a s :  (1 )  a n  i n c r e a s e  i n  t h e  n u m b e r  o f  m a n a g e r s  a t  a
g i v e n  l e v e l  a n d  (2 )  a n  i n c r e a s e  i n  h o r i z o n t a l  
d i f f e r e n t i a t i o n .  S h e  p o s t u l a t e d  t h a t  d r a m a t i c  c h a n g e s  
w o u l d  o c c u r  w h e n  t h e r e  i s  a n  i n c r e a s e  i n  t h e  n u m b e r  o f  
u p p e r - l e v e l  m a n a g e r s  a s  c o m p a r e d  w i t h  a n  i n c r e a s e  i n  t h e  
n u m b e r  o f  l o w e r - l e v e l  m a n a g e r s .  An i n c r e a s e  i n  t h e  n u m b e r  
o f  p e o p l e  a t  u p p e r - l e v e l  m a n a g e m e n t  w o u l d  b r i n g  a n  
i n c r e a s e d  i s o l a t i o n  o f  t h e  t o p ,  i n c r e a s e d  c o o r d i n a t i o n  
c o s t s ,  l o s s  o f  i n f o r m a t i o n a l  e f f i c i e n c y ,  i n c r e a s e d  
i n n o v a t i o n  i n  t h e  s y s t e m  a n d  f u r t h e r  s t r u c t u r a l  
d i f f e r e n t i a t i o n .  M e a n w h i l e ,  c h a n g e s  i n  t h e  f o r m  o f  
s p e c i a l i s a t i o n  c a u s e d  a n  i n c r e a s e  i n  t h e  d e g r e e  o f  
u n c e r t a i n t y  a n d  c o m p l e x i t y  u p o n  t h e  j o b h o l d e r  d u e  t o  
r e s t r i c t i o n s  i m p o s e d  o n  t h e  r a n g e  o f  t a s k s  p e r f o r m e d  b u t ,  
a t  t h e  s a m e  t i m e ,  i n c r e a s e s  t h e  j o b h o l d e r ' s  e x p e r t i s e  i n  
h a n d l i n g  t h o s e  t a s k s  a s  w e l l  a s  h i s / h e r  i n v o l v e m e n t  i n  
p e r f o r m i n g  t h e  t a s k s .
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L u t h a n s  e t  a l . ( 1 9 8 8 )  e x a m i n e d  d a y - t o - d a y  m a n a g e r i a l
a c t i v i t i e s  a n d  i d e n t i f i e d  a c t i v i t i e s  a s s o c i a t e d  w i t h  
s u c c e s s f u l  a n d  e f f e c t i v e  m a n a g e r s .  T h e  m e a s u r e  o f  
m a n a g e r i a l  s u c c e s s  w a s  b a s e d  o n  t h e  j o b  l e v e l  o f  t h e  
m a n a g e r s  d i v i d e d  b y  t h e i r  t e n u r e  i n  t h e  o r g a n i s a t i o n ,  
w h i l s t  e f f e c t i v e n e s s  w a s  m e a s u r e d  b y  t h e  p e r f o r m a n c e  o f  t h e  
m a n a g e r s '  u n i t s  a n d  t h e  s a t i s f a c t i o n  a n d  c o m m i t m e n t  o f  
t h e i r  s u b o r d i n a t e s . B a s e d  o n  d a t a  g a t h e r e d  t h r o u g h  
s t r u c t u r e d ,  o b s e r v a t i o n s ,  t h e y  c o n c l u d e d  t h a t  t h e r e  w a s  a  
s i g n i f i c a n t  d i f f e r e n c e  b e t w e e n  t h e  a c t i v i t i e s  o f  s u c c e s s f u l  
a n d  e f f e c t i v e  m a n a g e r s .  S u c c e s s f u l  m a n a g e r s  s p e n t  t h e  
h i g h e s t  p r o p o r t i o n  o f  t i m e  i n  n e t w o r k i n g  b u t  l o w e s t  t i m e  o n  
h u m a n  r e s o u r c e  m a n a g e m e n t .  W h e r e a s  t h e  e f f e c t i v e  m a n a g e r s  
s p e n t  t h e  l o w e s t  p r o p o r t i o n  o f  t i m e  i n  n e t w o r k i n g  b u t  
h i g h e s t  t i m e  o n  h u m a n  r e s o u r c e  m a n a g e m e n t .
A n o t h e r  s t u d y  w h i c h  a l s o  c o n s i d e r e d  t h e  w h o l e  
o r g a n i s a t i o n a l  s y s t e m  i n  u n d e r s t a n d i n g  m a n a g e r i a l  w o r k  w a s  
t h e  w o r k  o f  J a c k a l l  ( 1 9 8 8 )  . T h e  f o c u s  o f  h i s  s t u d y  w a s  o n  
t h e  s o c i a l  r e s p o n s i b i l i t y  o f  m a n a g e r s  a n d  t h e  c o n n e c t i o n  
b e t w e e n  m a n a g e r i a l  w o r k ,  b u r e a u c r a c y ,  s u c c e s s  a n d  m o r a l i t y ,  
w i t h  p a r t i c u l a r  e m p h a s i s  o n  t h e  i m p a c t  t h a t  a n  o r g a n i s a t i o n  
h a s  o n  m a n a g e r i a l  e t h i c s .  H i s  s t u d y ,  i n  c o n t r a s t  w i t h  t h e  
p r e c e d i n g  s t u d i e s ,  l e d  h i m  t o  a n a l y s e  t h e  i n t r i c a c i e s  t h a t  
s h a p e d  m a n a g e r i a l  e x p e r i e n c e ,  s u c h  a s  o r g a n i s a t i o n a l  
u p h e a v a l ,  p o l i t i c a l  r i v a l r i e s ,  l i n g u i s t i c  a m b i g u i t y ,  
s u p r e m a c y  o f  c h a n c e  a n d  t a n g l e d  p e r s o n a l  c o n n e c t i o n s  o v e r  
a n y  n o t i o n  o f  i n t r i n s i c  m e r i t .  J a c k a l l  f o u n d  t h a t  
m a n a g e r i a l  e t h i c s  r e s u l t i n g  f r o m  t h e  b u r e a u c r a t i c  c o n t e x t  
d i f f e r  s h a r p l y  f r o m  t h a t  o f  t h e  P r o t e s t a n t  e t h i c .  T h e  
b u r e a u c r a t i c  w o r l d  p u t  m a n a g e r s  i n  a  d i l e m m a  -  o n  o n e  h a n d  
t h e y  w e r e  e x p e c t e d  t o  b e h a v e  w i t h i n  a  s e t  o f  i d e n t i f i e d  
e t h i c a l  r u l e s  a n d ,  a t  t h e  s a m e  t i m e ,  t o  m a i n t a i n  a  s e n s e  o f  
p e r s o n a l  i n t e g r i t y .  F u r t h e r m o r e ,  s i n c e  t h e  e t h i c s  i n - u s e  
w e r e  s u b j e c t i v e  a n d  j u d g e m e n t a l ,  m a n a g e r s  w e r e  n o t  a b l e  t o  
s a t i s f y  e v e r y b o d y  b e c a u s e  w h a t  s e e m e d  t o  b e  s o c i a l l y  
r e s p o n s i b l e  f r o m  o n e  p e r s p e c t i v e  m i g h t  s e e m e d  t o  b e
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I m p o r t a n t  t h o u g h  t h e  a b o v e  s t u d i e s  i n  u n d e r s t a n d i n g  
m a n a g e r i a l  w o r k  i n  o r g a n i s a t i o n a l  c o n t e x t  w e r e  i n  t h e  
c o n t e x t  o f  t h e  p r e s e n t  s t u d y ,  t h e y  s t i l l  d i d  n o t  p r o v i d e  a  
u s e f u l  f r a m e w o r k  f o r  u n d e r s t a n d i n g  t h e  r e l a t i o n s h i p  b e t w e e n  
f o r m s  o f  o r g a n i s a t i o n  a n d  m a n a g e r i a l  p r a c t i c e s .  I n  
p a r t i c u l a r ,  t h e y  a r e  l i m i t e d  b y  t h e i r  r e s t r i c t i o n  t o  s i n g l e  
o r g a n i s a t i o n s  a n d  t h e  a b s e n c e  o f  c o m p a r a t i v e  d a t a .
T o  d a t e ,  t h e  m o s t  s y s t e m a t i c  t h e o r e t i c a l  a t t e m p t  t o  l i n k  
m a n a g e r i a l  w o r k  w i t h  o r g a n i s a t i o n a l  s t r u c t u r e  h a s  b e e n  t h e  
w o r k  o f  M i n t z b e r g  ( 1 9 7 9 )  . M i n t z b e r g  d e v e l o p e d  a  m o d e l  
a s s e r t i n g  t h a t  m a n a g e r i a l  j o b s ,  s t r u c t u r e d  i n  t e r m s  o f  h i s  
t e n  m a n a g e r i a l  r o l e s  ( M i n t z b e r g ,  1 9 7 3 ) ,  d i f f e r e d  i n  
d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s  ( i . e .  ' S i m p l e  S t r u c t u r e ' ,  
' M a c h i n e  B u r e a u c r a c y ' , ' P r o f e s s i o n a l  B u r e a u c r a c y ' , 
' D i v i s i o n a l i s e d  F o r m '  a n d  ' A d h o c r a c y '  ) . F u r t h e r ,  a c c o r d i n g  
t o  M i n t z b e r g  ( 1 9 7 9 ) ,  i n  e a c h  o r g a n i s a t i o n  t h e r e  w e r e  f i v e  
b a s i c  p a r t s ,  k n o w n  a s  ' s t r a t e g i c  a p e x ' ,  ' o p e r a t i n g  c o r e ' ,  
' m i d d l e  l i n e ' ,  ' t e c h n o s t r u c t u r e '  a n d  ' s u p p o r t  s t a f f ' ,  a n d  
i n  e a c h  f o r m  o f  o r g a n i s a t i o n ,  h e  a r g u e d ,  o n e  o f  t h e s e  p a r t s  
p l a y e d  a  d o m i n a n t  r o l e .  T h e  s t r a t e g i c  a p e x  i s  a t  t h e  t o p  
m o s t  m a n a g e r i a l  l e v e l  w h e r e  m a n a g e r s  w e r e  c h a r g e d  w i t h  t h e  
r e s p o n s i b i l i t y  o f  r u n n i n g  t h e  o r g a n i s a t i o n ,  d e v e l o p i n g  t h e  
s t r a t e g i e s  t o  a c c o m p l i s h  t h a t  m i s s i o n ,  a s  w e l l  a s  m a n a g i n g  
t h e  r e l a t i o n s h i p s  w i t h  e n v i r o n m e n t a l  b o d i e s . T h e  o p e r a t i n g  
c o r e ,  a t  t h e  b a s e  o f  a n y  o r g a n i s a t i o n ,  p e r f o r m s  t h e  b a s i c  
w o r k  o f  p r o d u c i n g  t h e  p r o d u c t s  a n d  r e n d e r i n g  t h e  s e r v i c e s . 
C o n n e c t i n g  t h e  s t r a t e g i c  a p e x  a n d  t h e  o p e r a t i n g  c o r e  i s  t h e  
m i d d l e  l i n e .  A t  t h i s  l e v e l ,  m a n a g e r s  a r e  n o t  o n l y  m a n a g e r s  
o f  o p e r a t o r s  b u t  a l s o  m a n a g e r s  o f  m a n a g e r s .  M e a n w h i l e ,  t h e  
t e c h n o s t r u c t u r e  c o n s i s t s  o f  a n a l y s t s  w h o  p e r f o r m  
a d m i n i s t r a t i v e  d u t i e s  ( i . e .  t o  p l a n  a n d  c o n t r o l  f o r m a l l y  
t h e  w o r k  o f  o t h e r )  a n d  i s  o u t s i d e  t h e  h i e r a r c h y  o f  l i n e  
a u t h o r i t y ,  a n d  s u p p o r t  s t a f f  c o n s i s t s  o f  a  g r o u p  o f  p e o p l e  
w h o  p r o v i d e  v a r i o u s  i n t e r n a l  s e r v i c e s  a n d  f o r m  t h e  k e y  p a r t
i r r e s p o n s i b l e  f r o m  a n o t h e r  p e r s p e c t i v e .
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M i n t z b e r g ' s  d e s c r i p t i o n s  o n  m a n a g e r i a l  w o r k  o f  e a c h  p a r t s  
i n  e a c h  f o r m  o f  o r g a n i s a t i o n  i s  s u m m a r i s e d  i n  t a b l e  2 . 1 .
W h a t  i s  a p p a r e n t  f r o m  t h e  t a b l e  a r e  s o m e  i n c o n s i s t e n c i e s  
a n d  i n c o m p l e t e n e s s  i n  t h e  d e s c r i p t i o n s  o f  m a n a g e r i a l  w o r k  
i n  r e l a t i o n  t o  t h e  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s .  
M a n a g e r s '  j o b s  a t  s o m e  l e v e l  a r e  e l a b o r a t e d  w h i l s t  o t h e r s  
a r e  m i n i m i s e d .  F u r t h e r ,  s o m e  o f  t h e  j o b s  a r e  d e s c r i b e d  i n  
t e r m s  o f  h i s  t e n  m a n a g e r i a l  r o l e s  w h i l s t  s o m e  j o b s  a r e  
g i v e n  g e n e r a l  d e s c r i p t i o n s  u n r e l a t e d  t o  t h e  t e n  r o l e s .  
A d d i t i o n a l l y ,  M i n t z b e r g ' s  d e s c r i p t i o n s  o f  f i v e  
o r g a n i s a t i o n a l  d e s i g n s ,  i m p l i e d  t h a t  o r g a n i s a t i o n s  w e r e  
d i s c r e t e ,  h o m o g e n o u s  a n d  c h a r a c t e r i s e d  b y  a  s i n g l e  
p r e d o m i n a n t  o r g a n i s a t i o n a l  f o r m .  T h i s  c o n t r a d i c t e d  h i s  o w n  
c o n t e n t i o n  t h a t  a n  o r g a n i s a t i o n  i s  a  c o m b i n a t i o n  o f  s e v e r a l  
w o r k  p r o c e s s e s ,  e a c h  p o t e n t i a l l y  ( a n d  o f t e n  i n  r e a l i t y )  
s u b j e c t e d  t o  d i f f e r e n t  o r g a n i s a t i o n a l  s t r a t e g i e s .
T h e  p r o b l e m  w i t h  M i n t z b e r g ' s  ( 1 9 7 3 )  f r a m e w o r k  i s  h i s  
c o n c e p t  o f  m a n a g e r i a l  w o r k ,  t h e  v a l i d i t y  o f  w h i c h  i s  s t i l l  
q u e s t i o n a b l e .  D e s p i t e  t h e  c l a i m  t h a t  t h e y  w e r e  e m p i r i c a l l y  
g r o u n d e d ,  t h e  r o l e s ,  H a l e s  ( 1 9 8 9 )  h a s  a r g u e d ,  a p p e a r e d  t o  
s u p p o r t  M i n t z b e r g ' s  a s s e r t i o n s  a b o u t  t h e  t e c h n i c a l  n e e d  f o r  
m a n a g e r s  t h a n  r e f l e c t  h i s  a c t u a l  d a t a .
o f  " I n n o v a t i v e  o r g a n i s a t i o n " .
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T a b l e  2 . 1 :  D im e n s io n s  o f  t h e  F i v e  C o n f i g u r a t i o n s
Five
c o n f i g . /  
f u n c t i o n s
Sim ple
S t r u c t u r e
Machine
B u reau cr
acy
P r o f e s s i o n a l
B u re a u cra cy
D i v i s i o n a l  
i s e d  Form
Adhocracy
S t r a t e g i c
Apex
A l l
a d m i n i s t r  
a t  iv e  
work
F in e -  
t u n in g ,  
c o o rd in a  
t i o n  o f  
f u n c t i o n  
s ,
c o n f l i c t
r e s o l u t i
on
E x te rn a l
l i a i s o n ,
c o n f l i c t
r e s o l u t i o n
S t r a t e g i c  
p o r t f o l i o ,  
p e r fo rm a n c  
e c o n t r o l
E x te rn a l  
l i a i s o n ,  
c o n f l i c t  
r e s o l u t i o  
n , work 
b a la n c in g  
, p r o j e c t  
m o n i to r in
g
O p e ra t in g
Core
In fo rm a l  
work' w i th  
l i t t l e  
d i s c r e t i o  
n
R o u t in e ,
f o r m a l i s
ed work
w i th
l i t t l e
d i s c r e t i
on
S k i l l e d ,  
s t a n d a r d i s e d  
work w ith  
much
i n d i v i d u a l
autonomy
Tendency
t o
f o r m a l i s e  
owing to  
d i v i s i o n a l  
i s e d
T ru n c a te d  
( in  A d .) 
o r  merged 
w ith
a d m in i s t r  
a t i o n  to  
do
in fo rm a l  
p r o j e c t  
work ( in  
Op. Ad.)
M iddle
L ine
I n s i g n i f i  
c a n t
E la b o ra t
ed and
d i f f e r e n
t i a t e d ;
c o n f l i c t
r e s o l u t i
on,
s t a f f
l i a i s o n ,
s u p p o r t
o f
v e r t i c a l
f low s
C o n t r o l l e d
by
p r o f e s s i o n a l  
s ; much 
m utual 
a d ju s tm e n t
F o r m a l i s a t
io n  o f
d i v i s i o n
s t r a t e g y ,
managing
o p e r a t i o n s
E x te n s iv e
b u t
b l u r r e d
w i th
s t a f f ;
in v o lv e d
in
p r o j e c t
work
Techno- 
s t r u c t u r e
None E la b o ra t  
ed t o  
f o r m a l i s  
e work
L i t t l e E la b o r a te d  
a t  HQ f o r  
p e rfo rm an c  
e c o n t r o l
Small and
b l u r r e d
w i th in
m idd le  in
p r o j e c t
work
S uppor t
S t a f f
Sm all O f ten
e l a b o r a t
ed t o
re d u c e
u n c e r t a i
n t y
E la b o ra te d  
t o  s u p p o r t  
p r o f e s s i o n a l  
s ; Mach.
Bur.
s t r u c t u r e
S p l i t
be tw een  HQ 
and
d i v i s i o n s
Small and
b l u r r e d
w i th in
m iddle  in
p r o j e c t
work
( A b s t r a c t  from  M in tz b e rg ,  1979, pp . 280-281))
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A n o t h e r  a t t e m p t  t o  e x a m i n e  t h e  r e l a t i o n s h i p  b e t w e e n  
m a n a g e r i a l  w o r k  a n d  o r g a n i s a t i o n a l  s t r u c t u r e  w a s  t h e  w o r k  
o f  H a l e s  ( 1 9 8 9 ) .  I n  a t t e m p t i n g  t o  d e v e l o p  a  c o n c e p t u a l  
f r a m e w o r k  f o r  s t u d y i n g  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k  a s  
e m b e d d e d  i n  t h e  m a n a g e m e n t  p r o c e s s ,  H a l e s  u s e d  t h e  c o n c e p t  
o f  ' m a n a g e m e n t  d i v i s i o n s  o f  l a b o u r '  t o  l i n k  t h e  t w o  
v a r i a b l e s .  T h i s  c o n c e p t  r e s t s  o n  f o u r  d i m e n s i o n s .  F i r s t ,  
t h e  e x c l u s i v i t y  o f  m a n a g e m e n t  t o  ' m a n a g e r s ' .  M a n a g e m e n t  
d i v i s i o n s  o f  l a b o u r  e v o l v e  f r o m  t h e  s e p a r a t i o n  o f  t h e  
m a n a g e m e n t  f u n c t i o n s  f r o m  t h e  w o r k  p r o c e s s  a n d  v a r y  i n  
t e r m s  o f  t h e  d e g r e e  t o  w h i c h  m a n a g e r i a l  f u n c t i o n s  a r e  
l i m i t e d  t o  i n d i v i d u a l s  h o l d i n g  p o s i t i o n s  a t  ' m a n a g e r i a l '  
l e v e l .  T h o s e  i n  n o n - m a n a g e r i a l  p o s i t i o n s ,  d e p e n d i n g  o n  
t h e  d e g r e e  o f  e x c l u s i v i t y  o f  m a n a g e m e n t  t o  ' m a n a g e r s ' , m a y  
o r  m a y  n o t  h a v e  t h e  o p p o r t u n i t y  t o  ' m a n a g e '  t h e m s e l v e s .
T h e  s e c o n d  d i m e n s i o n  i s  t h e  b a l a n c e  b e t w e e n  o w n e r s h i p  
( c o n c e r n e d  w i t h  a l l o c a t i o n  a n d  d i s p o s a l  o f  c a p i t a l ,  i n  f o r m  
o f  m a t e r i a l  o r  m o n e t a r y  i n p u t s  o r  o u t p u t s )  a n d  m a n a g e m e n t  
f u n c t i o n s  ( c o n c e r n e d  w i t h  p l a n n i n g ,  a l l o c a t i n g  a n d  
c o n t r o l l i n g  w o r k )  t h r o u g h o u t  t h e  o r g a n i s a t i o n .  V a r i a t i o n s  
i n  e m p h a s i s  p l a c e d  b e t w e e n  t h e s e  t w o  f u n c t i o n s  i n  a n  
o r g a n i s a t i o n  i s  r e f l e c t e d  i n  t h e  d e g r e e  p f  i m p o r t a n c e ,  
p o w e r  a n d  s t a t u s  g i v e n  t o  d i f f e r e n t  k i n d s  o f  m a n a g e r i a l  
j o b s .
T h e  t h i r d  d i m e n s i o n  i s  t h e  f r a g m e n t a t i o n  o f  o w n e r s h i p  a n d  
m a n a g e m e n t  f u n c t i o n s  b e t w e e n  j o b s .  T h e  d e g r e e  o f  
f r a g m e n t a t i o n  o f  j o b s  i s  m i r r o r e d ,  m o s t  f r e q u e n t l y  t h a n  
n o t ,  i n  j o b  a n d  o c c u p a t i o n a l  t i t l e s .  H e r e ,  t h e  t o t a l  w o r k  
p r o c e s s  i s  d i v i d e d  i n t o  i n d i v i d u a l ,  s p e c i a l i s e d ,  y e t  i n t e r ­
d e p e n d e n t  o p e r a t i o n s ,  d e a l i n g  m a i n l y  w i t h  o n e  a s p e c t  o f  t h e  
o w n e r s h i p  o r  m a n a g e m e n t  f u n c t i o n s .
L a s t l y ,  t h e  d e g r e e  o f  c e n t r a l i s a t i o n  i n  d e c i s i o n - m a k i n g  a n d  
t h e  m a n a g e m e n t  o f  m a n a g e r s .  I n  h i g h l y  c e n t r a l i s e d  
o r g a n i s a t i o n s ,  d e c i s i o n s  r e l a t i n g  t o  v a r i o u s  m a n a g e m e n t
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p r o c e s s e s  a n d  t h e  m a n a g e m e n t  o f  m a n a g e r s  a r e  t h e  e x c l u s i v e  
r e s p o n s i b i l i t y  o f  s e n i o r  m a n a g e r s .  I n  s h a r p  c o n t r a s t ,  i n  
d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  d e c i s i o n s  a n d  m a n a g e m e n t  o f  
m a n a g e r s  a r e  t h e  r e s p o n s i b i l i t y  o f  e v e r y  m e m b e r  o f  t h e  
o r g a n i s a t i o n .
H a l e s  a r g u e d  t h a t  d i f f e r e n t  m a n a g e m e n t  d i v i s i o n s  o f  l a b o u r  
w i l l  g i v e  r i s e  t o  v a r i a t i o n s  i n  t h e  c o n t e n t  o f  m a n a g e r i a l  
w o r k .  U s i n g  t h e  w o r k  o f  K o t t e r  ( 1 9 8 2 ) ,  M i n t z b e r g  ( 1 9 7 3 ) ,  
S a y l e s  ( 1 9 6 4 )  a n d  S t e w a r t  ( 1 9 8 2 ) ,  H a l e s  o f f e r s  s o m e  
h y p o t h e s e s  o n  h o w  m a n a g e r i a l  w o r k  w i l l  d i f f e r ,  i n  t e r m s  o f  
c o n t e n t  a n d  f o r m ,  w i t h i n  d i f f e r e n t  m a n a g e m e n t  d i v i s i o n s  o f  
l a b o u r ,  a s  s u m m a r i s e d  i n  t a b l e  2 . 2 .
T h e  a p p a r e n t  l i m i t a t i o n  o f  t h e  t a b l e  i s  t h e r e  i s  n o  
d e f i n i t i o n  o f  w h a t  o r  w h o  a r e  c o n s i d e r e d  a s  s e n i o r  a n d  
j u n i o r  m a n a g e r s .  T o  d a t e ,  o n l y  T e u l i n g s  ( 1 9 8 6 )  h a s  
p r o v i d e d  c o n c e p t s  u s e f u l  i n  c a t e g o r i s i n g  o r  c o n c e p t u a l i s i n g  
l e v e l s  o f  m a n a g e m e n t .  H e  c a t e g o r i s e s  m a n a g e m e n t  i n  t e r m s  
o f  f o u r  l e v e l s :  ( 1 )  i n s t i t u t i o n a l  -  d e a l i n g  w i t h  c r e a t i o n
a n d  p r e s e r v a t i o n  o f  l e g i t i m a t i o n ;  ( 2 )  s t r a t e g i c  -  d e a l i n g  
w i t h  d e v e l o p m e n t  o f  o b j e c t i v e s ;  ( 3 )  s t r u c t u r i n g  -  d e a l i n g  
w i t h  n e w  c o m b i n a t i o n s  o f  p r o d u c t i o n  f a c t o r s ,  a n d  ( 4 )  
o p e r a t i o n a l  -  d e a l i n g  w i t h  d i r e c t i o n  a n d  c o - o r d i n a t i o n  o f  
d i r e c t  l a b o u r .
A l t h o u g h  H a l e s  ( 1 9 8 9 )  s o u g h t  t o  i m p r o v e  o n  M i n t z b e r g ' s  
t h e o r e t i c a l  a t t e m p t  t o  l i n k  m a n a g e r i a l  w o r k  t o  f o r m s  o f  
o r g a n i s a t i o n a l  s t r u c t u r e ,  h i s  c o n c e p t u a l  f r a m e w o r k  r e m a i n s  
t o  b e  o p e r a t i o n a l i s e d  a n d  t e s t e d  e m p i r i c a l l y .
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Table 2.2: The impact of management division of labour
on managerial work
M a n a g e r ia l  Jobs M a n a g e r ia l A c t i v i t i e s
Ownership
F u n c t io n s
Conten t Form
F ra g m e n ta t  i o n : 
High S p e c i a l i s t : 
q u a l i f i c a t i o n s , 
l o g i c s  o f  
a c t i o n ,  c a r e e r s ,  
i n t e r e s t
T e c h n ic a l : 
s p e c i a l i s t  
d e c i s i o n s / a g e n d a  
s ;
f i g u r e h e a d / l i a i s
on/spokesm an
r o l e s
L arge  ne tw ork ;  
l a t e r a l
c o m m u n ic a t io n s ; 
many m ee t in g s  
H ub /pee r  
d e p e n d e n t ; 
p r o j e c t
Low G e n e ra l i s t /h o m o g  
enous
G eneral
l e a d e r / m o n i t o r ; 
d i s s e m in a to r  f o r  
work g roup ; 
c h o ice  o f  domain
S m a l le r  ne tw ork ;  
v e r t i c a l  
com m unica tion ; 
d i s c o n t i n u i t y ;  
man management
C e n t r a l i s a t i o n :
High S e n i o r - j u n i o r  
d i f f e r e n c e s  in  
' econom ic ' 
d e c is io n -m a k in g
S e n io r  m anagers 
o n ly  have 
e n t r e p r e n e u r i a l , 
r e s o u rc e  
a l l o c a t i o n ,  
l i a i s o n  and 
spokesman r o l e s
S e n io r  m anagers 
p r o a c t i v e , 
j u n i o r  manager 
r e a c t i v e
Low J u n i o r
' i n t r a p r e n u e r s h i  
P '
A ll  managers 
have
e n t r e p r e n e u r i a l , 
r e s o u rc e  
a l l o c a t i o n ,  
l i a i s o n  and 
spokesman r o l e s
J u n i o r  m anagers 
more p r o a c t i v e
E x c l u s i v i t y  t o  
m a n a g e rs :
High
More m a n a g e r ia l  
jo b s
M anagers ' work
e v id e n t ly
d i s t i n c t i v e
D i s t i n c t i v e l y
'm a n a g e r i a l '
Low Fewer m a n a g e r ia l  
jo b s
M anagers ' work 
l e s s  e v i d e n t l y  
d i s t i n c t i v e
Less
d i s t i n c t i v e l y  
'm a n a g e r i a l '
M a n a g e r ia l
F u n c t io n
F ra g m e n ta t  i o n : 
High S p e c i a l i s t : 
q u a l i f i c a t i o n , 
l o g i c s  o f  
a c t i o n s , 
c a r e e r s , 
i n t e r e s t
T e c h n ic a l :
s p e c i a l i s t
de c i  s i  o n s /a g e n d a
s;
f i g u r e h e a d / l i a i s  
on/spokesm an 
r o l e s ;  e x t e r n a l  
work
f lo w s /m o n i to r in g
L arge  n e tw ork :  
l a t e r a l
com m unica tion ; 
many m ee t in g s  
H ub /peer  
d e p e n d e n t ; 
p r o j e c t
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Low G e n e r a l i s t /h o m o g  
enous
G e n e r a l :
l e a d e r / m o n i t o r / d  
i s s e m in a to r  f o r  
work g roup ; more 
i n s u l a r ;  c h o ic e  
o f  domain; 
n e tw o rk in g ;  
human r e s o u r c e  
management
S m a lle r  ne tw ork :  
v e r t i c a l  
c om m unica t ion ; 
d i s c o n t i n u i t y ; 
man management
C e n t r a l i s a t i o n :
High S e n i o r - j u n i o r  
d i f f e r e n c e s  i n  
' o r g a n i s a t i o n a l '  
d e c i s io n -m a k in g
S e n io r  managers 
o n ly  have 
n e g o t i a t i o n ,  
d i s t u r b a n c e  
h a n d le r ,  l e a d e r  
r o l e s  and 
' t r a d i t i o n a l  
m anaging'
S e n io r  m anagers 
p r o a c t i v e , 
j u n i o r s  r e a c t i v e  
and engage in  
system
a d m i n i s t r a t i o n
Low J u n i o r  m anagers 
t a k e
' o r g a n i s a t  i o n a l ' 
d e c i s i o n s
A ll  managers 
have
n e g o t i a t i o n ,  
d i s t u r b a n c e  
h a n d le r ,  l e a d e r  
r o l e s  and engage 
in  ' t r a d i t i o n a l  
managing'
J u n io r  m anagers 
more p r o a c t i v e  
and engage in  
system  
m ain tenance
E x c l u s i v i t y  t o  
m anagers 
High
More m a n a g e r ia l  
j o b s
M anagers ' work 
e v i d e n t l y  
d i s t i n c t i v e  as 
'm a n a g e r ia l '
D i s t i n c t i v e l y
'm a n a g e r ia l '
Low Fewer m a n a g e r ia l  
j  obs
Managers work 
l e s s
d i s t i n c t i v e l y
'm a n a g e r ia l '
Less
d i s t i n c t i v e l y  
'm a n a g e r i a l '
Emphasis be tw een  
f u n c t i o n s
Ownership P o w e r / s t a tu s  
r e f l e c t s  
p r o x im i t y  t o  
f i n a n c e  o r  
m a rk e t in g
M a r k e t / f i n a n c i a l
management
emphasis
Less f ragm en ted
Management P o w e r / s t a tu s  
r e f l e c t s  
p r o x im i t y  t o  
l i n e  management
People
management
emphasis
Fragmented
(A b s t r a c t  from H a l e s , 1989, pp .  32-33)
F r o m  t h e  a b o v e  d i s c u s s i o n  t h e r e f o r e  i t  i s  c l e a r  t h a t  t h e  
r e l a t i o n s h i p  b e t w e e n  m a n a g e r i a l  w o r k  a n d  f o r m s  o f  
o r g a n i s a t i o n a l  s t r u c t u r e  h a s  n o t  b e e n  e x p l o r e d  i n  a n y  d e p t h  
o r  e x h a u s t i v e l y .
2.2 LIMITATIONS AND AREAS FOR DEVELOPMENT
G i v e n  t h e  a b o v e  r e v i e w  o f  t h e  e x i s t i n g  l i t e r a t u r e ,  t h e  
f o l l o w i n g  w e r e  i d e n t i f i e d  a s  a r e a s  f o r  d e v e l o p m e n t .
2.2.1 Lack of consistency and continuity
T h e r e  h a s  b e e n  a  c o n t i n u i n g  s h i f t  i n  t h e  c a t e g o r i e s  a n d  
c o n c e p t s  u s e d  t h a t  m a k e  i t  d i f f i c u l t  t o  c o m p a r e  a n d  
c o n t r a s t  d i f f e r e n t  s t u d i e s .  D i f f e r e n t  s t u d i e s  h a v e
f o c u s e d  o n  d i f f e r e n t  a r e a s  a n d  h a v e  u s e d  d i f f e r e n t  s e t s  o f  
c a t e g o r i e s  a n d  c o n c e p t s  t o  e x p l a i n  t h e  p h e n o m e n o n .  L a c k  o f  
c o n s i s t e n c y  a n d  c o n t i n u i t y  i n  t h e  c a t e g o r i e s  a n d  c o n c e p t s  
u s e d  b y  r e s e a r c h e r s  h a v e  l e d  t o  a n  i n a b i l i t y  t o  b u i l d  a  
c o n s i s t e n t  a n d  c o m p r e h e n s i v e  b o d y  o f  k n o w l e d g e  o n  t h e  
n a t u r e  a n d  v a r i a t i o n s  i n  m a n a g e r i a l  w o r k .
T h e r e  i s  a  n e e d  f o r  s t u d i e s  t o  a b s t a i n  f r o m  i n t r o d u c i n g  n e w  
c a t e g o r i e s  a n d  c o n c e p t s  u n l e s s  n e c e s s a r y  a n d  t o  t e s t  t h o s e  
c u r r e n t l y  a v a i l a b l e .  O n l y  t h e n  c a n  a  u n i f i e d  t h e o r e t i c a l  
f r a m e w o r k  a n d  m e t h o d o l o g i c a l  a n a l y s i s  b e  b u i l t  a n d  i t  c a n  
b e  d e t e r m i n e d  w i t h  c o n f i d e n c e  w h e t h e r  t h e  o b s e r v e d  
v a r i a t i o n  i n  m a n a g e r i a l  w o r k  i s  v a r i a t i o n  b e t w e e n  j o b s  
a c r o s s  c o m m o n  d i m e n s i o n s  a n d  p r o c e s s e s ,  o r  v a r i a t i o n  i n  t h e  
d i m e n s i o n s  o r  p r o c e s s e s  t h e m s e l v e s .  I n  t h e  i n t e r e s t  o f  
c o n s i s t e n c y  a n d  c o n t i n u i t y ,  H a l e s  ( 1 9 8 9 )  h a d  d e v e l o p e d  a  
c o n c e p t u a l  f r a m e w o r k  f o r  e x a m i n i n g  m a n a g e r i a l  w o r k  i n  
r e l a t i o n  t o  o r g a n i z a t i o n a l  s t r u c t u r e  u s i n g  t h e  e x i s t i n g  
c a t e g o r i e s ,  a s  d e v e l o p e d  b y  K o t t e r  ( 1 9 8 2 ) ,  M i n t z b e r g  
( 1 9 7 3 ) ,  S a y l e s  ( 1 9 6 4 )  a n d  S t e w a r t  ( 1 9 8 2 ) ,  f o r  e x a m i n i n g  
w o r k  c o n t e n t  a n d  i t s  f o r m .
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F u r t h e r ,  H a l e s  ( 1 9 8 9 )  a t t e m p t e d  t o  d i s t i n g u i s h  w i t h i n  t h e  
t e r m  ' m a n a g e r i a l  w o r k '  : ( 1 )  b e t w e e n  ' m a n a g e m e n t '  a s  a
p r o c e s s  a n d  ' m a n a g e r s '  a s  a  p a r t i c u l a r  c a t e g o r y  o f  a g e n t s ;  
( 2 )  b e t w e e n  m a n a g e r i a l  w o r k  a s  a  w h o l e  a n d  m a n a g e r i a l  j o b s  
a s  c l u s t e r s  o f  t h a t  w o r k ;  ( 3 )  b e t w e e n  w h a t  m a n a g e r s  a r e  
r e q u i r e d  t o  d o  ( r o l e  d e f i n i t i o n s )  a n d  w h a t  t h e y  a c t u a l l y  d o  
( r o l e  p e r f o r m a n c e )  ; a n d  ( 4 )  b e t w e e n  t h e  o u t p u t s  a n d  p u r p o s e  
o f  m a n a g e r i a l  w o r k  ( t a s k s  a n d  r e s p o n s i b i l i t i e s )  v e r s u s  t h e  
i n p u t s  a n d  p r a c t i c e  o f  m a n a g e r i a l  w o r k  ( m a n a g e r s '  b e h a v i o u r  
a n d  a c t i v i t i e s )  . H e  h a s  a l s o  d i f f e r e n t i a t e d  b e t w e e n  t h e  
t e r m  ' t a s k s '  a s  w h a t  t h e  m a n a g e r  h a s  t o  e n s u r e  h a p p e n  a n d  
' a c t i v i t i e s '  a s  w h a t  t h e  m a n a g e r  a c t u a l l y  h a s  t o  d o  h i m s e l f  
( H a l e s ,  1 9 8 7 )  .
2.2.2 Research Approach
M o s t  o f  t h e  e a r l i e r  s t u d i e s  w e r e  r a t h e r  d e s c r i p t i v e  w i t h  
t h e  f i n d i n g s  a n a l y s e d  q u a n t i t a t i v e l y  b u t  s o m e w h a t  
s u p e r f i c i a l l y .  O n l y  r e c e n t l y ,  t h e r e  h a s  b e e n  a  m o v e  
t o w a r d s  e x p l a n a t o r y  a n d  q u a l i t a t i v e  a n a l y s i s .  A s  t h e  
u n d e r s t a n d i n g  o n  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k  i s  s t i l l  
v e r y  m u c h  i n  i t s  i n f a n c y ,  i t  s e e m s  d e s i r a b l e  f o r  f u r t h e r  
s t u d i e s  t o  a t t e m p t  d e v e l o p i n g  e x p l a n a t i o n s  r a t h e r  t h a n  
r e p r o d u c i n g  w h a t  i s  a l r e a d y  k n o w n .  T h i s  s u g g e s t s  m o r e  
r e s e a r c h  o f  a  q u a l i t a t i v e  n a t u r e ,  f o c u s i n g  o n  t h e  s u b s t a n c e  
o f  t h e  c a t e g o r i e s  o f  m a n a g e r i a l  w o r k  a n d  t h e i r  c o n n e c t i o n s  
w i t h  e a c h  o t h e r  a n d  o t h e r  v a r i a b l e s .
I n  c o l l e c t i n g  d a t a ,  t h e  t r e n d  i s  t o  a d o p t  m u l t i p l e  m e t h o d s  
-  o r  t r i a n g u l a t i o n  ( J i c k ,  1 9 7 9 )  -  i n  t h e  s t u d y  o f  a  s i n g l e  
p h e n o m e n o n .  B y  e m p l o y i n g  m u l t i p l e  m e t h o d s ,  g r e a t e r  
r e l i a b i l i t y  a n d  v a l i d i t y  i s  p o s s i b l e .  F u r t h e r ,  t h e  u s e  o f  
m u l t i p l e  m e t h o d s  m a y  d i s c l o s e  s o m e  u n i q u e  v a r i a n c e  w h i c h  
w o u l d  o t h e r w i s e  b e  n e g l e c t e d  b y  s i n g l e  m e t h o d s  ( J i c k ,  
1 9 7 9 )  .
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2.2.3 Absence of Contextual Framework
T h e  m a j o r i t y  o f  s t u d i e s  i n  t h e  f i e l d  e x a m i n e  m a n a g e r i a l  
w o r k  a b s t r a c t e d  f r o m  i t s  c o n t e x t .  T h u s ,  t h e  e v i d e n c e  i s  
o f t e n  u n a b l e  t o  s h o w  w h e t h e r  r e p o r t e d  v a r i a t i o n s  i n  
m a n a g e r i a l  w o r k  a r e  a t t r i b u t a b l e  t o  t h e  n a t u r e  o f  t h e  j o b  
a n d  i t s  s e t t i n g  o r  t o  i n d i v i d u a l  p r e f e r e n c e s  a n d  c h o i c e s .
S t u d i e s  a r e  n e e d e d  t o  d e v e l o p  a n d  e x t e n d  a  f r a m e w o r k  f o r  
a s s e s s i n g  w h a t  m a n a g e r s  a c t u a l l y  d o  i n  t h e  c o n t e x t  o f  w h a t  
m a n a g e r s  a r e  s u p p o s e d  t o  d o .  T h e  f r a m e w o r k  d e s i g n e d  b y  
H a l e s  a n d  N i g h t i n g a l e  ( 1 9 8 6 )  c o u l d  b e  e x t e n d e d  t o  i n c l u d e  
t h e  i n s t i t u t i o n a l  a r r a n g e m e n t s  i n  w h i c h  w o r k  o c c u r s  a s  w e l l  
a s  f o c u s i n g  o n  t h e  i m m e d i a t e  r o l e - s e t .  H a l e s  ( 1 9 8 9 )  h a s  
s u g g e s t e d  t h e  e x a m i n a t i o n  o f  m a n a g e r i a l  w o r k  i n  t h e  c o n t e x t  
o f  o r g a n i s a t i o n a l  s t r a t e g i e s  a n d  m a n a g e m e n t  d i v i s i o n s  o f  
l a b o u r .
2.2.4 Theory Development
T h e  m a j o r i t y  o f  r e s e a r c h e r s  i n  t h e  f i e l d  s e e m e d  r e l u c t a n t  
t o  r e l a t e  e m p i r i c a l  f i n d i n g s  t o  a n y  e x p l a n a t o r y  t h e o r y  
( H a l e s ,  1 9 8 6 )  o r  t o  b u i l d  t h e o r y  f r o m  t h e i r  f i n d i n g s .  T h i s  
r e l u c t a n c e  s e e m s  t o  s t e m  f r o m  t h e  u n w i l l i n g n e s s  o f  
r e s e a r c h e r s  t o  a b s t r a c t  f r o m  t h e  p a r t i c u l a r  t o  t h e  g e n e r a l ,  
a  r e l u c t a n c e  t o  t a k e  w h a t  M i n t z b e r g  ( 1 9 7 9 )  d e s c r i b e d  a s  t h e  
n e c e s s a r y  ' c r e a t i v e  l e a p '  f r o m  d a t a  t o  t h e o r y .  L a c k  o f  
t h e o r e t i c a l  d e v e l o p m e n t  h a s  l e f t  t h e  f i e l d  w i t h  l i t t l e  
t h e o r e t i c a l  b a s e  u p o n  w h i c h  f u t u r e  s t u d i e s  c a n  b e  b u i l t .  
H e n c e ,  i t  i s  t h e  r e s p o n s i b i l i t y  o f  f u r t h e r  s t u d i e s  t o  b e  
p r e p a r e d  i n  d e v e l o p i n g  a  t h e o r y  b a s e d  o n  t h e  f i n d i n g s .
T h u s ,  a t  t h i s  s t a g e ,  i t  c a n  b e  c o n c l u d e d  t h a t  r e s e a r c h  o n  
m a n a g e r i a l  w o r k  r a i s e s  m a n y  i s s u e s ,  m o s t l y  r e l a t e d  t o  
c o n c e p t u a l  a s p e c t s  w h i c h  a r e ,  a s  y e t ,  u n r e s o l v e d .  I t  i s  
t h e  p u r p o s e  o f  t h i s  t h e s i s  t o  s h e d  s o m e  l i g h t  o n  t h e s e  
i s s u e s .  I t  b e g i n s  w i t h  t h e  p r e s e n t a t i o n  o f  t h e  c o n c e p t u a l
f r a m e w o r k ,  b a s e d  o n  t h e  r e v i e w  o f  t h e  e x i s t i n g  s t u d i e s ,  
w h i c h  g u i d e s  t h e  e x a m i n a t i o n  o f  t h e  r e l a t i o n s h i p  b e t w e e n  
o r g a n i s a t i o n  a n d  m a n a g e r i a l  w o r k .
2.3 CONCEPTUAL FRAMEWORK
I n  t h e  l i g h t  o f  t h e  w e a k n e s s e s  f r o m  p r e v i o u s  s t u d i e s ,  
p a r t i c u l a r l y  t h e i r  a c o n t e x t u a l  a n d  a t h e o r e t i c a l  n a t u r e ,  
t h e  p r e s e n t  s t u d y  w a s  g u i d e d  b y  t w o  e x i s t i n g  t h e o r e t i c a l  
f r a m e w o r k s  f o r  a n a l y s i n g  t h e  c o n n e c t i o n  b e t w e e n  t h e  n a t u r e  
o f  m a n a g e r i a l  w o r k  a n d  t h e  f o r m s  o f  o r g a n i s a t i o n :  ( 1 )
H a l e s ' s  f r a m e w o r k  f o r  a n a l y s i n g  f o r m s  o f  o r g a n i s a t i o n  a n d  
( 2 )  t h e  c o n c e p t  o f  r o l e  f o r  e x a m i n i n g  m a n a g e r i a l  j o b s  a s  
c o n s t i t u t e d  b y  o t h e r s  a n d  m a n a g e r i a l  j o b s  a s  p r a c t i s e d .
2.3.1 Forms of organisation
O r g a n i s a t i o n s  h a v e  b e e n  d e s c r i b e d  i n  v a r i o u s  w a y s  a n d  t h e  
c a u s e  o f  d i f f e r e n c e s  b e t w e e n  t h e m  h a s  b e e n  d e a l t  w i t h  
e x t e n s i v e l y .  I t  i s  n o t  t h e r e f o r e  t h e  i n t e n t i o n  o f  t h i s  
s e c t i o n  t o  d w e l l  i n - d e p t h  o n  t h e  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n a l  d e s i g n  a s  i n d i c a t e d  b y  p r e v i o u s  
o r g a n i s a t i o n a l  w r i t e r s  s i n c e  t h i s  a s p e c t  i s  n o t  t h e  f o c u s  
o f  t h e  p r e s e n t  s t u d y .  I n s t e a d ,  a  b r i e f  d i s c u s s i o n  o f  t h e  
w o r k  o f  t h r e e  i n f l u e n t i a l  s t u d i e s ,  s e l e c t e d  o n  t h e  g r o u n d s  
t h a t  t h e y  o f f e r  t y p o l o g i e s  r e l a t i n g  t o  t h e  r e l a t i o n s h i p  
b e t w e e n  f o r m s  o f  o r g a n i s a t i o n  a n d  m a n a g e m e n t ,  i s  p r e s e n t e d  
h e r e .
B u r n s  a n d  S t a l k e r  ( 1 9 6 1 ) ,  a f t e r  o b s e r v i n g  t w e n t y  i n d u s t r i a l  
f i r m s  i n  E n g l a n d ,  s h o w e d  t h a t  e x t e r n a l  e n v i r o n m e n t  w a s  
r e l a t e d  t o  i n t e r n a l  m a n a g e m e n t  s t r u c t u r e .  T h e y  c l a s s i f i e d  
t h e  e n v i r o n m e n t  i n t o  t w o  c o n d i t i o n s  -  s t a b l e  a n d  c h a n g i n g .  
I n  s t a b l e  c o n d i t i o n s ,  t h e  i n t e r n a l  o r g a n i s a t i o n  w a s  
c h a r a c t e r i s e d  b y  r u l e s ,  p r o c e d u r e s  a n d  c l e a r  h i e r a r c h y  o f  
a u t h o r i t y ,  o r g a n i s a t i o n s  w e r e  f o r m a l i s e d  a n d  m o s t  d e c i s i o n s
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w e r e  m a d e  a t  t h e  t o p .  T h e y  t e r m e d  t h i s  a  m e c h a n i s t i c  
o r g a n i s a t i o n  s y s t e m .
O n  t h e  o t h e r  e x t r e m e ,  i n  r a p i d l y  c h a n g i n g  e n v i r o n m e n t ,  t h e  
i n t e r n a l  o r g a n i s a t i o n  w a s  c h a r a c t e r i s e d  a s  u n s t r u c t u r e d  -  
l o o s e l y  a r r a n g e d ,  f r e e  f l o w i n g  a n d  a d a p t i v e .  R u l e s  a n d  
r e g u l a t i o n s  w e r e  n o t  w r i t t e n  d o w n ,  o r  i f  a v a i l a b l e ,  w e r e  
i g n o r e d .  M e m b e r s  o f  t h e  o r g a n i s a t i o n  w e r e  g i v e n  t h e  
f r e e d o m  t o  ' d e s i g n '  t h e i r  o w n  s y s t e m s  i n  a c h i e v i n g  a n d  
p e r f o r m i n g  t h e i r  t a s k s  a n d  r e s p o n s i b i l i t i e s .  H i e r a r c h y  o f  
a u t h o r i t y  w a s  n o t  c l e a r  a n d  d e c i s i o n - m a k i n g  w a s
d e c e n t r a l i s e d .  B u r n s  a n d  S t a l k e r  l a b e l l e d  t h i s  a s  a n  
o r g a n i c  o r g a n i s a t i o n  s y s t e m .
T h e  s u g g e s t i o n s  b y  B u r n s  a n d  S t a l k e r  t h a t  i n  p r a c t i c e  t h e r e  
a r e  j u s t  t w o  s y s t e m s  o f  m a n a g e m e n t  a n d  f o r m s  o f
o r g a n i s a t i o n a l  s t r u c t u r e ,  a p p e a r e d  t o  b e  r a t h e r  t o o  s i m p l e .  
S u b s e q u e n t  r e s e a r c h  h a s  s h o w n  t h a t  t h e r e  i s  a  v a r i e t y  o f  
o r g a n i s a t i o n a l  t y p e s  ( s u c h  a s  H a l e s ,  1 9 8 9 ;  M i n t z b e r g ,  
1 9 7 9 )  . F u r t h e r ,  t h e  d i c h o t o m y  o f  t h e  s t a b l e - u n s t a b l e  
c o n d i t i o n  s e e m s  t o  b e  b r e a k i n g  d o w n .  A t  p r e s e n t ,  m o s t  
o r g a n i s a t i o n s  e x i s t  i n  a  d y n a m i c  e n v i r o n m e n t  w h e r e b y ,  i n  
o r d e r  t o  s u r v i v e ,  t h e i r  s t r u c t u r e  h a s  t o  b e  f l e x i b l e  a n d  
a c c o m m o d a t i n g  t o  t h e  e v e r  c h a n g i n g  e n v i r o n m e n t a l  d e m a n d s .
I n  c o n t r a s t  t o  B u r n s  a n d  S t a l k e r ,  M i n t z b e r g  ( 1 9 7 9 )  a n d ,  
m o s t  r e c e n t l y ,  H a l e s  ( 1 9 8 9 )  h a v e  c h a r a c t e r i s e d  a n
o r g a n i s a t i o n  i n  t e r m s  o f  t h e  a r r a n g e m e n t  o f  i t s  i n t e r n a l  
c o m p o n e n t s  w i t h o u t  r e l a t i n g  t h e s e  t o  t h e  e x t e r n a l  
e n v i r o n m e n t .  M i n t z b e r g  d i f f e r e n t i a t e d  f o r m s  o f
o r g a n i s a t i o n  i n  t e r m s  o f  t h e  i m p o r t a n c e  p l a y e d  b y  o n e  o f  
t h e  f i v e  p a r t s  -  ' s t r a t e g i c  a p e x ' ,  ' o p e r a t i n g  c o r e ' ,
' . m i d d l e  l i n e ' ,  ' t e c h n o s t r u c t u r e '  a n d  ' s u p p o r t  s t a f f ' .  
T h e s e  f i v e  e l e m e n t s ,  a c c o r d i n g  t o  M i n t z b e r g ,  f o r m e d  t h e  
b a s i c  e l e m e n t s  o f  a n  o r g a n i s a t i o n .  I f  t h e  ' s t r a t e g i c  a p e x '  
p l a y e d  a  k e y  r o l e ,  t h e n  t h e  o r g a n i s a t i o n  w a s  a  ' S i m p l e  
S t r u c t u r e ' ; i f  t h e  ' t e c h n o s t r u c t u r e '  p l a y e d  a  k e y  r o l e ,
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t h e n  t h e  o r g a n i s a t i o n  w a s  a  ' M a c h i n e  B u r e a u c r a c y ' ; i f  t h e  
' o p e r a t i n g  c o r e '  w a s  t h e  k e y  p a r t  o f  t h e  o r g a n i s a t i o n ,  t h e n  
t h e  ' P r o f e s s i o n a l '  f o r m  o f  o r g a n i s a t i o n  e x i s t s ;  i f  t h e  
' m i d d l e  l i n e '  p l a y e d  a  s i g n i f i c a n t  r o l e  t h e n  t h e  
o r g a n i s a t i o n  i s  t e r m e d  a  ' D i v i s i o n a l i s e d '  o r g a n i s a t i o n ;  a n d  
' I n n o v a t i v e '  o r g a n i s a t i o n  e m e r g e s  w h e n  ' s u p p o r t  s t a f f '  f o r m  
t h e  k e y  p a r t  o f  t h e  o r g a n i s a t i o n .
H a l e s  d i f f e r e n t i a t e d  m a n a g e m e n t  d i v i s i o n s  o f  l a b o u r  o n  f o u r  
d i m e n s i o n s :  ( 1 )  e x c l u s i v i t y  o f  m a n a g e m e n t  t o  ' m a n a g e r s ' ,
( 2 )  b a l a n c e  b e t w e e n  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  
d i s t r i b u t e d  t h r o u g h o u t  t h e  o r g a n i s a t i o n ,  ( 3 )  f r a g m e n t a t i o n  
o f  t h e  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  b e t w e e n  j o b s  a n d  
( 4 )  d e g r e e  o f  c e n t r a l i s a t i o n  o f  d e c i s i o n - m a k i n g  a n d  t h e  
m a n a g e m e n t  o f  m a n a g e r s . B a s e d  o n  t h e  w o r k  o f  p r e v i o u s  
r e s e a r c h e r s  ( i . e .  K o t t e r ,  M i n t z b e r g ,  S a y l e s  a n d  S t e w a r t ) ,  
h e  p o s t u l a t e d  a  s e t  o f  h y p o t h e s e s  r e l a t i n g  f o r m s  o f  
o r g a n i s a t i o n  t o  b o t h  m a n a g e m e n t  d i v i s i o n s  o f  l a b o u r  a n d ,  
t h e r e b y ,  t o  m a n a g e r i a l  w o r k .
I n  a n a l y s i n g  a n d  c o m p a r i n g  f o r m s  o f  o r g a n i s a t i o n ,  t h e
p r e s e n t  s t u d y  a d o p t e d  H a l e s ' s  f r a m e w o r k .  T h e  f r a m e w o r k  
d e v e l o p e d  b y  B u r n s  a n d  S t a l k e r  w a s  n o t  s u i t a b l e  f o r  t h e  
s t u d y  b e c a u s e  i t  n e g l e c t e d  t h e  m i c r o  ( m a n a g e r i a l  w o r k )  
a s p e c t  o f  o r g a n i s a t i o n a l  s t u d y .  M i n t z b e r g ' s  f r a m e w o r k ,  o n  
t h e  o t h e r  h a n d ,  d i d  n o t  p r o v i d e  a n y  c o n t i n u i t y  a n d
c o n s i s t e n c y  w i t h  p r e v i o u s  s t u d i e s ,  e x c e p t  t h a t  o f  h i s  o w n  
( h i s  c o n c e p t i o n s  a b o u t  m a n a g e r i a l  r o l e s ) .
T o  d a t e ,  H a l e s ' s  f r a m e w o r k  i s  t h e  o n l y  o n e  w h i c h  h a s
a t t e m p t e d  t o  m a i n t a i n  t h e  c a t e g o r i e s  a n d  c o n c e p t s  u s e d  b y  
p r e v i o u s  s t u d i e s .  F u r t h e r ,  h i s  f r a m e w o r k  c o m b i n e d  t h e  
m a c r o  a n d  m i c r o  a s p e c t s  o f  a n a l y s i n g  o r g a n i s a t i o n .  T h e  
m a n a g e m e n t  d i v i s i o n  o f  l a b o u r  c o n c e p t  c r e a t e s  t h e  
s t r u c t u r a l  c o n d i t i o n s  w i t h i n  a n d  t h r o u g h  w h i c h  m a n a g e r i a l  
w o r k  i s  p e r f o r m e d  a n d  f r o m  w h i c h  m a n a g e r s  ' l e a r n '  t h e
e x p e c t a t i o n s ,  t h e  c o n s t r a i n t s  a n d  c h o i c e s  a v a i l a b l e  i n
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t h e i r  j o b s .  I n  s h o r t ,  H a l e s ' s  f r a m e w o r k  a p p e a r e d  t o  b e  t h e  
m o s t  u s e f u l  a n d  p o t e n t i a l l y  w o r k a b l e  f o r  t h e  p u r p o s e  o f  t h e  
p r e s e n t  s t u d y .
2.3.2 The framework of the present study
I n  t h e  p r e s e n t  s t u d y ,  a n a l y s i s  o f  o r g a n i s a t i o n  i s  e x a m i n e d  
u s i n g  H a l e s ' s  f r a m e w o r k  a s  a  g u i d e .  H a l e s  v i e w e d  a n  
o r g a n i s a t i o n  " a s  a n  a s s e m b l a g e  o f  i n s t i t u t i o n a l i s e d  
m e c h a n i s m s  t h r o u g h  w h i c h  t h e  m a n a g e m e n t  o f  w o r k  i s  
a t t e m p t e d "  ( H a l e s ,  1 9 9 3 ,  p p .  5 7 )  . T h i s  f r a m e w o r k  c o n s i s t s  
o f  t h r e e  m a i n  s y s t e m s ,  i . e .  t h e  ' T a s k  S y s t e m '  -  i n v o l v i n g  
t h e  p r o c e s s  o f  p l a n n i n g / d e c i s i o n  m a k i n g  a n d  a l l o c a t i o n  o f  
w o r k ;  t h e  ' M o t i v a t i o n  S y s t e m '  -  i n v o l v i n g  t h e  m e c h a n i s m s  
u s e d  i n  i n f l u e n c i n g  e m p l o y e e s  t o w a r d s  a c h i e v i n g  
o r g a n i s a t i o n a l  g o a l s ;  a n d  t h e  ' C o n t r o l  S y s t e m ' -  i n v o l v i n g  
t h e  p r o c e s s  o f  c o o r d i n a t i o n  a n d  c o n t r o l .
H o w e v e r ,  t h e  f r a m e w o r k  n e g l e c t e d  t h e  e n v i r o n m e n t a l  o r
c o n t e x t u a l  f a c t o r s ,  a n  a s p e c t  w h i c h  t h i s  s t u d y  v i e w e d  a s  
q u i t e  i m p o r t a n t  i n  u n d e r s t a n d i n g  f o r m s  o f  o r g a n i s a t i o n .  
C o n t e x t u a l  v a r i a b l e s  o f  i n t e r e s t  t o  t h i s  s t u d y  a r e :  ( 1 )
h i s t o r y  a n d  o r i g i n ,  ( 2 )  o w n e r s h i p  a n d  c o n t r o l ,  ( 3 )  s i z e  a n d  
a g e ,  ( 4 )  g o a l s  a n d  a c t i v i t i e s ,  ( 5 )  t e c h n o l o g y ,  ( 6 )
l o c a t i o n ,  ( 7 )  e n v i r o n m e n t ,  i n c l u d i n g  i n d u s t r y ,  g o v e r n m e n t ,  
c u s t o m e r s ,  s u p p l i e r s  a n d  f i n a n c i a l  c o m m u n i t y ,  a n d  ( 8 )  
e m p l o y e e s .
T h e  m i c r o  p e r s p e c t i v e  u s e  t h e  c o n c e p t  o f  r o l e .  H a l e s
( 1 9 8 6 )  s u g g e s t e d  t h a t  r o l e  t h e o r y  c o u l d  p r o v i d e  a  s u i t a b l e  
t h e o r e t i c a l  b a s e  a n d  a r g u e d  t h a t  r o l e  t h e o r y  a l l o w e d  t h e  
a n a l y s i s  o f  b o t h  t h e  i n f l u e n c e  o f  e x p e c t a t i o n s  o n
m a n a g e r i a l  w o r k  ( w h i c h  m a d e  u p  t h e  c o n t e n t  o f  t h e  w o r k )  a n d  
t h e  e f f e c t  o f  i n d i v i d u a l  a c t i o n s  a n d  p r e f e r e n c e  o n  
b e h a v i o u r  ( i . e .  c h a r a c t e r i s t i c s  o r  f o r m  o f  m a n a g e r i a l  
w o r k )  . A d d i t i o n a l l y ,  i t  c o u l d  s u p p l y  m e a n i n g f u l  c a t e g o r i e s  
i n  w h i c h  t o  s i t u a t e  o b s e r v a t i o n s  ( H a l e s ,  1 9 8 6 ;  S t e w a r t ,
1 9 8 9 )  a n d  c o u l d  s u g g e s t  r e l a t i o n s h i p s  a m o n g  v a r i a b l e s  t h a t  
c o u l d  b e  t e s t e d .
R o l e  t h e o r y  i s  u s e f u l  i n  t h e  a n a l y s i s  o f  t h e  w o r k  o f  
m a n a g e r s  b e c a u s e  i t  f o c u s e s  o n  t h e  i n d i v i d u a l  a s  w e l l  a s  
h i s / h e r  r o l e .  T h e  r o l e  a s s o c i a t e d  w i t h  a n y  p o s i t i o n  c o m e s  
i n  t h e  f o r m  o f  a  s e t  o f  a c t i v i t i e s  o r  e x p e c t e d  b e h a v i o u r s  
t o  b e  p e r f o r m e d  b y  a n y  o c c u p a n t  o f  t h e  p o s i t i o n  ( K a t z  a n d  
K a h n ,  1 9 7 8 )  . T h e  t h e o r y  i s  a l s o  c a p a b l e  o f  l i n k i n g  
c o n c e p t s  f r o m  o t h e r  f i e l d s  o f  r e s e a r c h ,  p a r t i c u l a r l y  
s t u d i e s  o n  l e a d e r s h i p  ( H u n t ,  H o s k i n g ,  S c h r i e s h e i m  a n d  
S t e w a r t ,  1 9 8 4 )  . L i n k i n g  t h e  t w o  f i e l d s  o f  r e s e a r c h ,  
e n a b l e s  t h e  r e s e a r c h e r  t o  e m p h a s i s e  t h e  i n t e r r e l a t i o n s h i p  
n o t  o n l y  b e t w e e n  t h e  l e a d e r  a n d  t h e  s u b o r d i n a t e  b u t  a l s o  
p e e r s ,  s u p e r i o r ( s )  a n d  o u t s i d e r s  ( S m i t h  a n d  P e t e r s o n ,
1 9 8 8 )  .
F o c u s i n g  t h e  a t t e n t i o n  t o  t h e  r o l e  o f  t h e  i n d i v i d u a l  
j o b h o l d e r  r a t h e r  t h a n  t h e  i n d i v i d u a l  b e h a v i o u r  p e r  s e ,  t h e  
r e s e a r c h e r  c a n  a t t e n d  t o  t h e  i n d i v i d u a l  e n a c t i n g  t h e  t a s k s  
a n d  r e s p o n s i b i l i t i e s  o f  t h e  p o s i t i o n  ( L i n t o n ,  1 9 3 6 )  . T h i s  
p r o v i d e s  a n  a v e n u e  f o r  i d e n t i f y i n g  s i m i l a r  p a t t e r n s  o f  w o r k  
c o n t e n t  a n d  c h a r a c t e r i s t i c s  a s s o c i a t e d  w i t h  a  p a r t i c u l a r  
p o s i t i o n .
I n  a d d i t i o n ,  t h e  e x a m i n a t i o n  o f  m a n a g e r i a l  w o r k  u s i n g  t h e  
r o l e  f r a m e w o r k  p r o v i d e s  a n  u n d e r s t a n d i n g  o f  t h e  
d i f f i c u l t i e s  i n v o l v e d  i n  t h e  j o b  o f  t h e  m a n a g e r s ,  w h y  t h e y  
s u f f e r  s t r e s s  a n d  s t r a i n ,  w h y  o r g a n i s a t i o n s  b r e e d  
m i s u n d e r s t a n d i n g  a n d  c o n f l i c t s .  I n  o t h e r  w o r d s ,  i t  
p r o v i d e s  a  m e a n s  f o r  l i n k i n g  t h e o r i e s  a b o u t  i n d i v i d u a l s  t o  
t h e o r i e s  a b o u t  o r g a n i s a t i o n s  ( H a n d y ,  1 9 8 5 ) .
T h e  f o l l o w i n g  r o l e  t h e o r y  c o n c e p t s  a r e  u s e d  i n  t h e  p r e s e n t  
s t u d y .
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i n t e r a c t s ,  w h o  h o l d  e x p e c t a t i o n s  a b o u t  a n d  h a v e  a  s t a k e  i n  
t h e  m a n a g e r ' s  p e r f o r m a n c e  i n  t h e  j o b  ( K a t z  a n d  K a h n ,  1 9 7 8 )  . 
R o l e - s e t  s h o u l d  b e  d i s t i n g u i s h e d  f r o m  n e t w o r k .  T h e  f o r m e r  
e m p h a s i s e s  i n t e r a c t i o n  a n d  i n f l u e n c e  a t t e m p t  b y  o t h e r s  w i t h  
w h o m  t h e  m a n a g e r s  i n t e r a c t ,  w h i l s t  n e t w o r k  e m p h a s i s e s  t h e  
m a n a g e r ' s  p u r p o s e  a n d  a c t i o n s  i n  d e v e l o p i n g  a n d  b u i l d i n g  
t h e  n e t w o r k  ( F o n d a s  a n d  S t e w a r t ,  1 9 9 3 ) .  T h e  r o l e - s e t ,  
t h e r e f o r e ,  a r e  p e o p l e  w h o  h o l d  e x p e c t a t i o n s  o f  t h e  m a n a g e r .  
F r o m  t h e  m a n a g e r ' s  p e r s p e c t i v e ,  t h e y  m a y  o r  m a y  n o t  b e  
m e m b e r s  o f  h i s  n e t w o r k .
i i .  R o le  ex p ecta tio n s/ d em an d s - a c t i v i t i e s  r e q u i r e d  o f  t h e  
m a n a g e r  b y  m e m b e r s  o f  t h e  r o l e  s e t .  T h e s e  e x p e c t a t i o n s  a r e  
o f t e n  o c c u p a t i o n a l l y  d e f i n e d ,  e i t h e r  f o r m a l l y  o r  
i n f o r m a l l y .  F o r m a l  e x p e c t a t i o n s  a r e  t h o s e  d e r i v e d  f r o m  t h e  
j o b  d e s c r i p t i o n s  ( i f  a n y )  w h i l s t  i n f o r m a l  e x p e c t a t i o n s  a r e  
t h o s e  e x p l i c i t l y  o r  i m p l i c i t l y  c o m m u n i c a t e d  b y  t h e  r o l e  s e t  
t o  t h e  f o c a l  p e r s o n  ( i . e .  t h e  m a n a g e r  u n d e r  i n v e s t i g a t i o n ) . 
R o l e  e x p e c t a t i o n s  d e f i n e  t h e  m a n a g e r ' s  j o b ,  c o n s t r a i n t s  a n d  
c h o i c e s  a v a i l a b l e  i n  t h e  j o b .
i i i .  R o le  p e rfo rm a n ce  -  t h e  a c t u a l  b e h a v i o u r  o f  t h e  f o c a l  
p e r s o n  i n  r e s p o n s e  t o  t h e  m e s s a g e s  h e / s h e  h a s  p e r c e i v e d .  
T h i s  c o n c e p t  i s  a l s o  r e f e r r e d  t o ,  i n  t h i s  s t u d y ,  a s  r o l e  
e n a c t m e n t . R o l e  e n a c t m e n t  p r o v i d e s  a n  u n d e r s t a n d i n g  o f  t h e  
c h a r a c t e r i s t i c s  o r  f o r m s  o f  w o r k  a s s o c i a t e d  w i t h  a  
p a r t i c u l a r  j o b  p o s i t i o n .
i v .  R o le  c o n f l i c t  -  a  s i t u a t i o n  a r i s i n g  f r o m  i n c o m p a t i b l e  
e x p e c t a t i o n s  r e c e i v e d  o r  p e r c e i v e d  b y  t h e  f o c a l  p e r s o n .  
K a t z  a n d  K a h n  ( 1 9 7 8 )  i d e n t i f y  f o u r  t y p e s  o f  r o l e  c o n f l i c t :  
i n c o m p a t i b l e  e x p e c t a t i o n s  f r o m  ( 1 )  f r o m  t h e  s a m e  p e r s o n ;
( 2 )  f r o m  d i f f e r e n t  p e o p l e ;  ( 3 )  b e t w e e n  d i f f e r e n t  r o l e s  
p l a y e d  b y  t h e  f o c a l  p e r s o n ;  a n d  ( 4 )  b e t w e e n  o t h e r s '  
e x p e c t a t i o n s  a n d  t h e  f o c a l  p e r s o n ' s  i n t e r e s t  a n d  v a l u e s .
B a s e d  o n  t h e  l i t e r a t u r e  a n d  c o n c e p t s  i n v o l v e d  i n  t h e  r o l e
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t h e o r y ,  f i g u r e  2 . 2  d e p i c t s  t h e  c o n c e p t u a l  f r a m e w o r k  o f  t h e  
p r e s e n t  s t u d y ,  e x a m i n e d  a t  t h e  o r g a n i s a t i o n a l  a n d  
i n d i v i d u a l  l e v e l s .  T h e  f i g u r e  d e l i b e r a t e l y  a v o i d s
i n c l u d i n g  a n y  d i r e c t i o n a l  a r r o w s  o n  s o m e  v a r i a b l e s  s i n c e  
t h e  p o t e n t i a l  c a u s a l i t i e s  a r e  p r o b a b l y  t w o - w a y  a n d  m u t u a l .  
F i g u r e  2 . 2  s h o w s  t h a t  t h e  a n a l y s i s  i s  c o n d u c t e d  a t  b o t h  t h e  
o r g a n i s a t i o n a l  a n d  t h e  i n d i v i d u a l  l e v e l s .  A t  t h e  
o r g a n i s a t i o n a l  l e v e l ,  t h e  c o n t e x t u a l  d i m e n s i o n s  a r e  l i n k e d  
t o  t h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n ,  w h i c h  i n  t u r n  d e f i n e  
t h e  j o b  d e s c r i p t i o n s .  B o t h  t h e  j o b  d e s c r i p t i o n s  a n d  
e x p e c t a t i o n s  o f  t h e  r o l e - s e t  d e f i n e  a n d ,  a t  t h e  s a m e  t i m e ,  
c o n s t r a i n t  t h e  r o l e  o f  t h e  j o b h o l d e r .  T h e r e f o r e ,  t h i s  
s t u d y  a n a l y s e d  t h e  r e q u i r e m e n t s  o f  t h e  m a n a g e r s  i n  t w o  
w a y s ,  i . e .  o n  s t a n d a r d  a n d  c o n t i n g e n t  o r g a n i s a t i o n a l  
r e q u i r e m e n t s .  T h e  i m p a c t  o f  t h e s e  r e q u i r e m e n t s  i s  t h e n  
a n a l y s e d ,  a t  t h e  i n d i v i d u a l  l e v e l ,  i n  t e r m s  o f  t h e  
b e h a v i o u r  o f  t h e  m a n a g e r s  o r  r o l e  p e r f o r m a n c e .
A t  t h e  o r g a n i s a t i o n a l  l e v e l ,  t h e  p r e s e n t  s t u d y  i n t e n d s  
n e i t h e r  t o  m e a s u r e  o r  g a u g e  t h e  p e r f o r m a n c e  n o r  t o  e v a l u a t e  
t h e  p o l i t i c a l  c l i m a t e  e x i s t i n g  i n  v a r i o u s  f o r m s  o f  
o r g a n i s a t i o n s .
A t  t h e  i n d i v i d u a l  l e v e l ,  t h e  p r e s e n t  s t u d y  d o e s  n o t  i n t e n d  
t o  d i f f e r e n t i a t e  w i t h i n  t h e  w o r k  o f  m a n a g e r s  f r o m  d i f f e r e n t  
c u l t u r e s ,  a l t h o u g h  t h e r e  i s  a  p o s s i b i l i t y  t h a t  t h e  w a y s  t h e  
m a n a g e r s  w o r k  m a y  b e  i n f l u e n c e d  b y  t h e i r  c u l t u r a l  
b a c k g r o u n d .
H a v i n g  d i s c u s s e d  t h e  c o n c e p t u a l  f r a m e w o r k  o f  t h e  p r e s e n t  
s t u d y ,  t h e  n e x t  c h a p t e r  d i s c u s s e s  t h e  r e s e a r c h  m e t h o d o l o g y  
e m p l o y e d  i n  t h e  s t u d y .
Figure 2.2: Conceptual framework of the present study
Organisational Level
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3.0 RESEARCH METHODOLOGY
T h i s  s t u d y  a t t e m p t e d  t o  i m p r o v e  o u r  u n d e r s t a n d i n g  o f  t h e  
w o r k  o f  m a n a g e r s  b y  e x a m i n i n g  i t  i n  t h e  c o n t e x t  o f  f o r m s  o f  
o r g a n i s a t i o n .  I n  l i n e  w i t h  t h i s  a i m ,  t h e  s t u d y  s o u g h t  t o  
a c h i e v e  t h r e e  m a i n  o b j e c t i v e s .  T h e  f i r s t  w a s  t o  d e s c r i b e  
t h e  n a t u r e  o f  m a n a g e r i a l  w o r k ,  i t s  s i m i l a r i t i e s  a n d  
d i f f e r e n c e s .  I n  t h i s  a s p e c t ,  s i m i l a r i t i e s  a n d  d i f f e r e n c e s  
i n  m a n a g e r i a l  w o r k  w e r e  e x a m i n e d  i n  t e r m s  o f  c o n t e n t  a n d  
f o r m .  S e c o n d ,  t o  s t u d y  t h e  e x t e n t  o f  t h e  r e l a t i o n s h i p  
b e t w e e n  o r g a n i s a t i o n a l  f o r m  a n d  m a n a g e r i a l  w o r k ,  
p a r t i c u l a r l y  t h e  i m p a c t  t h a t  d i f f e r e n t  o r g a n i s a t i o n a l  f o r m s  
h a v e  o n  m a n a g e r i a l  p r a c t i c e s .  L a s t l y ,  b u t  m o s t  i m p o r t a n t  
o f  a l l ,  t h e  s t u d y  e x a m i n e d  w h e t h e r  t h e r e  w e r e  a n y  m a r k e d  
d i f f e r e n c e s  i n  t h e  w o r k  o f  m a n a g e r s  i n  o r g a n i s a t i o n s  
e m p l o y i n g  d i f f e r e n t  o r g a n i s a t i o n a l  s t r u c t u r e s .
G u i d e d  b y  t h e  a b o v e  r e s e a r c h  p r o b l e m s ,  t h i s  c h a p t e r  
e x p l a i n s  t h e  p r o c e s s  i n v o l v e d  i n  g a t h e r i n g  d a t a  t o  p r o v i d e  
t h e  i n f o r m a t i o n  n e c e s s a r y  t o  a n s w e r  t h e s e  q u e s t i o n s . T h e  
c h a p t e r  e l a b o r a t e s  o n  t h e  t y p e s  o f  d a t a  r e q u i r e d ,  t h e  
m e t h o d o l o g y  e m p l o y e d ,  t h e  r e s e a r c h  d e s i g n  u s e d ,  s a m p l i n g ,  
m e t h o d s  u s e d  i n  c o l l e c t i n g  d a t a  a n d  d a t a  a n a l y s i s .  
P r o b l e m s  a n d  d i f f i c u l t i e s  e n c o u n t e r e d  d u r i n g  t h e  f i e l d w o r k  
a n d  a n a l y s i s  s t a g e s  a r e  a l s o  d i s c u s s e d  i n  t h i s  c h a p t e r .
3.1 DATA REQUIREMENTS
T h e  k e y  v a r i a b l e s  o n  w h i c h  t h i s  s t u d y  f o c u s e d  w e r e :  
o r g a n i s a t i o n a l  s t r u c t u r e ,  m a n a g e r i a l  w o r k  a s  c o n s t i t u t e d  b y  
o t h e r s  ( o r  r o l e  e x p e c t a t i o n s )  a n d  m a n a g e r i a l  w o r 3 c  a s  
p r a c t i s e d  ( o r  r o l e  p e r f o r m a n c e )  . T h e  d a t a  r e q u i r e d  t o  
d e s c r i b e  a n d  a n a l y s e  t h e s e  v a r i a b l e s  a n d  t h e  r e l a t i o n s h i p
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3.1.1 Forms of organisation
I n  t h i s  s t u d y ,  H a l e s '  ( 1 9 8 9 )  M TO  f r a m e w o r k  w a s  e m p l o y e d  i n  
c o m p a r i n g  a n d  c o n t r a s t i n g  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s .  
T h e  a d o p t i o n  o f  t h i s  f r a m e w o r k  o v e r  t h a t  o f  M i n t z b e r g  
( 1 9 7 9 )  w a s  b e c a u s e  i t  e x p l i c i t l y  r e l a t e s  m a n a g e r i a l  w o r k  t o  
t h e  b r o a d e r  p r o c e s s  -  a n d  p u r p o s e  -  o f  m a n a g e m e n t ,  m a k i n g  
i t  t h e  m o s t  u s e f u l  a n a l y t i c a l  f r a m e w o r k  f o r  t h e  p r e s e n t  
s t u d y .  ( F u r t h e r  j u s t i f i c a t i o n  o f  t h i s  i s s u e  i n  C h a p t e r  
T w o )  .
T h i s  f r a m e w o r k  d e s c r i b e s  o r g a n i s a t i o n  i n  t e r m s  o f  f i v e  
e l e m e n t s :  ( 1 )  p l a n n i n g /  d e c i s i o n - m a k i n g ;  ( 2 )  a l l o c a t i n g
a c t i v i t i e s ;  ( 3 )  m o t i v a t i n g ;  ( 4 )  c o o r d i n a t i n g ;  a n d  ( 5 )
c o n t r o l l i n g .  T h e  f i r s t  e l e m e n t  i s  c o n c e r n e d  w i t h  t h e  
a r r a n g e m e n t s  f o r  p l a n n i n g  w o r k  a n d  t a k i n g  d e c i s i o n s  
r e g a r d i n g  i t s  p u r p o s e  a n d  c o n t e n t .  I t  i n v o l v e s  t h e  
l o c a t i n g  o f  r e s p o n s i b i l i t y  f o r  p l a n n i n g  a n d  d e c i s i o n - m a k i n g  
i n  p a r t i c u l a r  p o s i t i o n s  i n  t h e  o r g a n i s a t i o n ,  a n d  t h e
c h a n n e l s  o f  c o m m u n i c a t i o n  f o r  c o n v e y i n g  i n f o r m a t i o n .  T h e  
s e c o n d  e l e m e n t  i s  c o n c e r n e d  w i t h  t h e  a r r a n g e m e n t s  f o r
a l l o c a t i n g  w o r k  t o  d i f f e r e n t  s u b - d i v i s i o n s ,  g r o u p s  o r  
i n d i v i d u a l s .  T h e  k e y  v a r i a b l e  h e r e  i s  t h e  d e g r e e  o f  
s p e c i a l i s a t i o n  o f  w o r k .  T h e  f i r s t  a n d  t h e  s e c o n d  e l e m e n t  
a r e  b a s i c a l l y  c o n c e r n e d  w i t h  t h e  d i s t r i b u t i o n  o f  a u t h o r i t y  
a n d  s t r u c t u r i n g  o f  a c t i v i t i e s  a m o n g  e m p l o y e e s .
M o t i v a t i o n  i s  t h e  t h i r d  e l e m e n t  u s e d  i n ' t h i s  f r a m e w o r k  t o  
d i f f e r e n t i a t e  b e t w e e n  f o r m s  o f  o r g a n i s a t i o n .  I f  t h e
s t r u c t u r e s  o f  o r g a n i s a t i o n  s i g n i f y  t h e  a d m i n i s t r a t i o n  o f  
w o r k  t o w a r d s  a c h i e v i n g  o r g a n i s a t i o n a l  g o a l s  a n d  o b j e c t i v e s ,  
t h e n  i n d i v i d u a l s  i n  t h e -  o r g a n i s a t i o n  m u s t  b e  s u f f i c i e n t l y  
m o t i v a t e d  ( S t e e r s  a n d  P o r t e r ,  1 9 7 7 )  a n d  t h e  m o d e s  u s e  t o  
m o t i v a t e  e m p l o y e e s  m u s t  b e  a d e q u a t e  e n o u g h  t o  s t i m u l a t e  
d e s i r a b l e  b e h a v i o u r ,  t o  d i r e c t  t h e  b e h a v i o u r  t o w a r d s
b e t w e e n  t h e m  a r e  d i s c u s s e d ,  i n  t u r n ,  b e l o w .
a c h i e v i n g  w h a t  i s  t o  b e  a c h i e v e d  a n d  t o  s u s t a i n  t h e  l e v e l  
o f  c o m m i t m e n t  o f  e m p l o y e e s  f o r  a  s u f f i c i e n t  t i m e  t o  r e a l i s e  
t h e  a i m s  o f  t h e  o r g a n i s a t i o n .  W i t h i n  t h e  M T O  f r a m e w o r k ,  
m o t i v a t i o n  s y s t e m  i s  s u b - d i v i d e d  i n t o :  r e w a r d s ,  r u l e s  a n d  
i d e o l o g i e s .
T h e  f o u r t h  e l e m e n t  i s  c o n c e r n e d  w i t h  d e s c r i b i n g  t h e  
d i f f e r e n t  m e c h a n i s m s  e x e r c i s e d  b y  o r g a n i s a t i o n s  t o  
f a c i l i t a t e  c o o r d i n a t i o n  o f  i n t e r d e p e n d e n t  a c t i v i t i e s  
e x i s t i n g  i n  d i f f e r e n t  s u b d i v i s i o n s ,  g r o u p s  o r  i n d i v i d u a l s .  
T h e  m a n n e r  i n  w h i c h  c o o r d i n a t i o n  i s  a t t e m p t e d  i n  d i f f e r e n t  
f o r m s  o f  o r g a n i s a t i o n  m a y  b e  a n a l y s e d  i n  t e r m s  o f : t h e
l o c a t i o n  o f  r e s p o n s i b i l i t y  f o r  c o o r d i n a t i o n  o f  w o r k ,  t h e  
m e t h o d s  u s e d  a n d  d e g r e e  o f  f o r m a l i t y  i n v o l v e d .  T h e  l a s t  
e l e m e n t  i n  t h e  M T O  f r a m e w o r k  -  c o n t r o l  -  d e s c r i b e s  t h e  
m a n n e r  i n  w h i c h  o r g a n i s a t i o n  a t t e m p t  t o  e n s u r e  t h a t  
p e r f o r m a n c e  o f  i t s  p e o p l e  i s  u p  t o  s t a n d a r d  a n d  a c t u a l l y  
a c h i e v e s  i t s  i n t e n d e d  g o a l s .  T h e  p r o c e s s  o f  c o n t r o l  
p r o v i d e s  t h e  r e g u l a t o r y  d e v i c e ,  a l l o w i n g  i t s  m a n a g e r s  t o  
a d o p t  a  v a r i e t y  o f  m e t h o d s  f o r  m o n i t o r i n g  p e r f o r m a n c e  a n d  
t a k i n g  c o r r e c t i v e  a c t i o n  w h e n  n e c e s s a r y .  V a r i a t i o n s  i n  t h e  
c o n t r o l  m e c h a n i s m s  e x e r c i s e d  i n  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n  e v a l u a t e  f r o m  v a r i a t i o n s  i n  t h e  f o c u s  o f  
c o n t r o l ,  l o c a t i o n  o f  r e s p o n s i b i l i t y  f o r  e x e r c i s i n g  c o n t r o l  
a n d  t h e  d e g r e e  o f  f o r m a l i t y  a n d  i m p e r s o n a l i t y  i n v o l v e d .
H o w e v e r ,  t h i s  f r a m e w o r k  i s  m a i n l y  c o n c e r n e d  w i t h  t h e  
i n t e r n a l  c h a r a c t e r i s t i c s  o f  a n  o r g a n i s a t i o n .  I t  d o e s  n o t  
s a y  a n y t h i n g  a b o u t  t h e  e x t e r n a l  c h a r a c t e r i s t i c s  o f  t h e  
o r g a n i s a t i o n .  I n  o r d e r  t o  g e n e r a t e  b e t t e r  u n d e r s t a n d i n g  o f  
t h e  o r g a n i s a t i o n s  u n d e r  i n v e s t i g a t i o n ,  t h e  p r e s e n t  s t u d y  
a l s o  e x a m i n e d  t h e  c o n t e x t u a l  d i m e n s i o n s  s u c h  a s  o w n e r s h i p ,  
c o n t r o l ,  s i z e  a n d  t e c h n o l o g y .
T h e r e f o r e  i n  d e s c r i b i n g  a n d  c o m p a r i n g  a m o n g  d i f f e r e n t  f o r m s  
o f  o r g a n i s a t i o n ,  d a t a  r e l a t i n g  t o  t h e  i n t e r n a l  a n d  e x t e r n a l  
d i m e n s i o n s  o f  a n  o r g a n i s a t i o n  w e r e  r e q u i r e d .  T h e s e
6 0
6 1
f i n d i n g s  w e r e  e m p l o y e d  a s  k e y  v a r i a b l e s  i n  e x p l a i n i n g  
m a n a g e r i a l  p r a c t i c e s  e x i s t i n g  i n  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n .
3.1.2 Managerial work as defined
A  c o m m o n  d e f i n i t i o n  o f  m a n a g e m e n t  s e e s  i t  a s  ' a c h i e v i n g  
r e s u l t s  t h r o u g h  o t h e r  p e o p l e ' . A c c e p t i n g  t h i s  v i e w ,  t h i s  
s t u d y  v i e w e d  m a n a g e m e n t  a s  a  s o c i a l  p r o c e s s ,  w h e r e  t h e  w o r k  
o f  m a n a g e r s  i s  c r u c i a l l y  d e f i n e d  b y  t h e  s o c i a l  s t r u c t u r e  o f  
t h e i r  w o r k i n g  e n v i r o n m e n t .  A s  c o n c l u d e d  b y  K a n t e r  ( 1 9 7 7 ,  
p p .  6 5 )  , " t h e  t a s k  o f  t h e  m a n a g e r  i s  n o t  a n  i n d i v i d u a l  b u t  
a  s o c i a l  e v e n t  . . .  a n d  t h a t  ( h e )  i s  p l a c e d  i n  t h e  m i d d l e  o f  
a  s y s t e m  o f  r e l a t i o n s h i p s ,  o u t  o f  w h i c h  ( h e )  m u s t  f a s h i o n  
a n  o r g a n i s a t i o n  w h i c h  w i l l  a c c o m p l i s h  ( h i s )  o b j e c t i v e s "  ( i n  
T s u i ,  1 9 8 4 )  . T h u s ,  w h e n  a n  i n d i v i d u a l  i s  a p p o i n t e d  t o  h o l d  
a  p o s i t i o n  i n  a n  o r g a n i s a t i o n ,  h e / s h e  i s  e x p e c t e d  t o  p l a y  
a  c e r t a i n  r o l e .  T h e  r o l e  o f  a  m a n a g e r  i n v o l v e s  a  
c o l l e c t i o n  o f  e x p e c t a t i o n s  w h i c h  d i f f e r e n t  g r o u p s  o f  p e o p l e  
o r  c o n s t i t u e n c i e s  h a v e  o f  t h e  j o b h o l d e r ,  i r r e s p e c t i v e  o f  
w h o  t h a t  p e r s o n  i s .
T h e  e x p e c t a t i o n s  o f  m e m b e r s  o f  a  m a n a g e r ' s  r o l e - s e t  t h u s  
d e f i n e  w h a t  t h e  m a n a g e r  s h o u l d  d o .  T h e  r o l e - s e t  a r e  g r o u p s  
o r  i n d i v i d u a l s  w i t h  w h o m  t h e  m a n a g e r  i n t e r a c t s  i n  
a c c o m p l i s h i n g  h i s / h e r  j o b ,  a n d  m a y  c o n s i s t  o f  s u p e r i o r s ,  
s u b o r d i n a t e s  a n d  p e e r s  a n d  e x t e r n a l  m e m b e r s  s u c h  a s  
c l i e n t s ,  s u p p l i e r s  a n d  o t h e r  a g e n c i e s .
A s  w e l l  a s  t h e i r  j o b s  b e i n g  c o n t i n g e n t  o n  t h e  e x p e c t a t i o n s  
o f  m e m b e r s  o f  t h e i r  r o l e - s e t ,  m a n a g e r s  a r e  a l s o  e x p e c t e d  t o  
o b s e r v e  s t a n d a r d ,  f o r m a l  j o b  d e s c r i p t i o n s ,  i f  a v a i l a b l e ,  
p r e s c r i b e d  b y  t h e  o r g a n i s a t i o n s  t h a t  e m p l o y  t h e m .
T h e r e f o r e ,  i n  t h e  p r e s e n t  s t u d y ,  c o l l e c t i o n  o f  d a t a  o n  
m a n a g e r i a l  j o b s  a s  d e f i n e d  w a s  f r o m  t w o  s o u r c e s :  ( 1 )
e x p e c t a t i o n s  o f  m e m b e r s  o f  t h e i r  r o l e - s e t  a n d  ( 2 )  s t a n d a r d
j o b  d e s c r i p t i o n s ,  w h e r e  a v a i l a b l e .
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3.1.3 Managerial work as practised
T o  h a v e  a  c o m p r e h e n s i v e  u n d e r s t a n d i n g  o f  t h e  n a t u r e  o f  
m a n a g e r i a l  w o r k ,  i t  w a s  n e c e s s a r y  t o  l o o k  a t  t h e  a c t u a l  
w o r k  o f  t h e  m a n a g e r s . T w o  t y p e s  o f  d a t a  w e r e  o f  i n t e r e s t  
h e r e :  f i r s t ,  t h e  a c t u a l  w o r k  c o n t e n t  o f  t h e  m a n a g e r s  i . e .  
w h a t  t h e y  d i d  a n d ,  s e c o n d ,  t h e  f o r m  o r  c h a r a c t e r i s t i c s  o f  
t h e i r  w o r k  i . e .  h o w  t h e y  w o r k e d .  T h e  d e g r e e  o f  c o n g r u e n c e  
b e t w e e n  m a n a g e r i a l  w o r k  a s  d e f i n e d  a n d  t h e i r  a c t u a l  w o r k  
p e r f o r m a n c e  a l s o  g a v e  s o m e  i n d i c a t i o n  a s  t o  t h e  d e g r e e  o f  
e f f e c t i v e n e s s  o f  t h e  m a n a g e r s  i n  r e l a t i o n  t o  t h e  
c i r c u m s t a n c e s  o f  t h e i r  j o b s .
3.2 METHODOLOGY
S c i e n t i f i c  k n o w l e d g e  h a s  b e e n  w i d e l y  r e g a r d e d  a s  p r o v e n  
k n o w l e d g e .  K n o w l e d g e  t h a t  c a n  b e  o b j e c t i v e l y  p r o v e n  i s  
d e e m e d  a s  r e l i a b l e  k n o w l e d g e .  T h i s  v i e w  i s  b a s e d  o n  t h e  
c o n c e p t i o n  t h a t  s c i e n c e  i s  o b j e c t i v e ,  t h u s ,  o n l y  k n o w l e d g e  
t h a t  c a n  b e  o b j e c t i v e l y  p r o v e n  c a n  b e  c o n s i d e r e d  a s  
s c i e n t i f i c  w h i l e  t h o s e  b a s e d  o n  p e r s o n a l  o p i n i o n s  a n d  
s p e c u l a t i o n s  w h i c h  c a n n o t  b e  p r o v e n  s h o u l d  n o t  b e  
c o n s i d e r e d  a s  s c i e n t i f i c  ( C h a l m e r s ,  1 9 9 0 ) .  T h e r e f o r e ,  i f  
t h e  k n o w l e d g e  p r o d u c e d  t h r o u g h  s t u d i e s  o f  m a n a g e r i a l  w o r k  
i s  t o  b e  c o n s i d e r e d  s c i e n t i f i c ,  t h e n  t h e  m e t h o d s  u s e d  m u s t  
b e  t h o s e  w h i c h  p r o d u c e  k n o w l e d g e  t h a t  c a n  b e  o b j e c t i v e l y  
p r o v e n  o r ,  s t r i c t l y  s p e a k i n g ,  d i s p r o v e d  s i n c e  a c c o r d i n g  t o  
P o p p e r  ( 1 9 6 9 ) ,  s c i e n t i f i c  k n o w l e d g e  i s  e s s e n t i a l l y  
f a l s i f i a b l e .
I n  a t t e m p t i n g  t o  p r o d u c e  s c i e n t i f i c  k n o w l e d g e  r e g a r d i n g  t h e  
w o r k  o f  m a n a g e r s ,  p r e v i o u s  s t u d i e s  h a v e  u s e d  s e v e r a l  
r e s e a r c h  m e t h o d s  f o r  g a t h e r i n g  t h e  i n f o r m a t i o n  r e q u i r e d .  
T h e  l i t e r a t u r e  r e v e a l s  t h a t  t h e r e  a r e  b a s i c a l l y  t w o  m a i n
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m e t h o d s ,  q u a n t i t a t i v e  o r  q u a l i t a t i v e ,  u s e d  b y  r e s e a r c h e r s  
i n  t h i s  f i e l d .  E x a m p l e s  o f  q u a n t i t a t i v e  m e t h o d s  a r e  m a i l e d  
q u e s t i o n n a i r e s ,  c r i t i c a l  i n c i d e n t s  t e c h n i q u e ,  d i a r y  a n d  
a c t i v i t y  s a m p l i n g ,  w h i l s t  q u a l i t a t i v e  m e t h o d s  a r e  
i n t e r v i e w s ,  i n - d e p t h / u n s t r u c t u r e d  i n t e r v i e w s ,  n o n ­
p a r t i c i p a n t  o b s e r v a t i o n s ,  p a r t i c i p a n t  o b s e r v a t i o n s  a n d  
d o c u m e n t  a n a l y s i s .  T h e  f o r m e r  a p p r o a c h  i s  c o n c e r n e d  w i t h  
m e a s u r e m e n t ,  u s i n g  w e l l  d e s i g n e d  i n s t r u m e n t s  a n d  c o l l e c t i n g  
d a t a  t o  e v a l u a t e  a n  e x i s t i n g  b o d y  o f  k n o w l e d g e  o r  
g e n e r a t i n g  n e w  k n o w l e d g e  o f  a  p a r t i c u l a r  p o p u l a t i o n  b y  
s t u d y i n g  a  s a m p l e .  I n  c o n t r a s t ,  t h e  l a t t e r  i s  c o n c e r n e d  
w i t h  d e s c r i b i n g ,  d e c o d i n g ,  o r  i n t e r p r e t i n g  t h e  m e a n i n g s  a n d  
a r e  t y p i c a l l y  o p e n - e n d e d  a n d  r e l a t e d  t o  a  s p e c i f i c  t e m p o r a l  
o r  s p a t i a l  d o m a i n .
B o t h  a p p r o a c h e s  h a v e  t h e i r  s t r e n g t h s  a n d  w e a k n e s s e s .  
B e c a u s e  o f  t h i s ,  n o  s i n g l e  m e t h o d  c a n  b e  c o n s i d e r e d  
s u p e r i o r  f o r  s t u d y i n g  e v e r y  a s p e c t  o f  m a n a g e r i a l  w o r k .  F o r  
i n s t a n c e ,  q u e s t i o n n a i r e s  a n d  i n t e r v i e w s  a r e  a p p r o p r i a t e  f o r  
e x a m i n i n g  m a n a g e r s '  p e r c e p t i o n s  o f  t h e i r  w o r k  b u t  p o o r  a t  
p r o v i d i n g  a c c u r a t e  d e s c r i p t i o n  o f  t h e  a c t u a l  w o r k  o f  
m a n a g e r s  ( M i n t z b e r g ,  1 9 7 3 ;  S a y l e s ,  1 9 6 4 ) .  C r i t i c a l  
i n c i d e n t s  a n d  a c t i v i t y  s a m p l i n g ,  o n  t h e  o t h e r  h a n d ,  a r e  
c r i t i c i s e d  f o r  n o t  p r o d u c i n g  a  w h o l e  p i c t u r e  o f  t h e  w o r k  o f  
m a n a g e r s  ( M a r p l e s ,  1 9 6 7 ;  M i n t z b e r g ,  1 9 7 3 ) .  S t u d i e s  
c o n c e r n e d  w i t h  u n d e r s t a n d i n g  t h e  c o m p l e t e  p i c t u r e  o f  t h e  
w o r k  o f  m a n a g e r s ,  t h e  d i a r y  a n d  t h e  o b s e r v a t i o n  m e t h o d s ,  
a l s o  h a v e  m a j o r  f l a w s .  I n f o r m a t i o n  o b t a i n  t h r o u g h  a  d i a r y  
d o e s  n o t  r e f l e c t  t h e  a c t u a l  a c t i v i t i e s  o f  m a n a g e r i a l  w o r k  
( f o r  r e a s o n s  s u c h  a s  a  b i a s  i n  r e c o r d i n g  a n d  r e p o r t i n g  a n d  
i n a c c u r a c i e s  i n  m a n a g e r s '  t i m e  e s t i m a t e s  o f  a c t i v i t i e s ) , 
w h i l s t  o b s e r v a t i o n a l  m e t h o d s  c a n n o t  a c c e s s  t h e  n o n ­
o b s e r v a b l e  a c t i v i t i e s ,  s u c h  a s  p l a n n i n g ,  w i t h o u t  o b s e r v e r  
i n t e r v e n t i o n .
T o  c i r c u m v e n t  t h e  p r o b l e m s  a s s o c i a t e d  w i t h  t h e  u s e  o f  a  
s i n g l e  m e t h o d  a n d  t o  g a i n  a  w i d e r  v a r i e t y  o f  i n f o r m a t i o n ,
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r e c e n t  s t u d i e s  h a v e  r e s o r t e d  t o  c o m b i n i n g  t h e s e  m e t h o d s  
w h e n  c o n d u c t i n g  a  s i n g l e  s t u d y  ( f o r  e x a m p l e  H a l e s ,  1 9 8 7 ;  
H a n n a w a y ,  1 9 8 9 ;  K o t t e r ,  1 9 8 2 ;  M i n t z b e r g ,  1 9 7 3 ;  S t e w a r t ,  
1 9 6 7 ,  1 9 7 6 ,  1 9 8 0 ,  1 9 8 2 ) .  T h e  s t r a t e g y  o f  c o m b i n i n g  s e v e r a l  
m e t h o d s ,  o r  ' t r i a n g u l a t i o n '  ( J i c k ,  1 9 7 9 ) ,  i s  b a s e d  o n  t h e  
a s s u m p t i o n  t h a t  t h e  s t r e n g t h s  o f  o n e  m e t h o d  w i l l  o v e r c o m e  
t h e  w e a k n e s s e s  a n d  b i a s e s  i n t r o d u c e d  b y  a n o t h e r .
I n  l i n e  w i t h  t h i s  r e c e n t  t r e n d ,  t h e  p r e s e n t  s t u d y  u s e d  
m u l t i - m e t h o d s ,  w i t h  e m p h a s i s  o n  q u a l i t a t i v e  m e t h o d s  ( i . e .  
f o c u s  i n t e r v i e w s ,  o b s e r v a t i o n s  a n d  d o c u m e n t  a n a l y s i s )  
b e c a u s e  o f  t h e  n e e d  t o  d e v e l o p  a n  u n d e r s t a n d i n g  o f  a  y e t  
p o o r l y  u n d e r s t o o d  f i e l d .  Q u a l i t a t i v e  d a t a  c o n s i s t  o f  
d e t a i l e d  d e s c r i p t i o n s  o f  e v e n t s ,  s i t u a t i o n s  a n d  
i n t e r a c t i o n s  b e t w e e n  p e o p l e  a n d  t h i n g s  p r o v i d i n g  d e p t h  a n d  
d e t a i l  ( P a t t o n ,  1 9 8 0 )  h e n c e ,  p r o d u c i n g  f i n d i n g s  w h i c h  a r e  
b r o a d e r  a n d  m o r e  h o l i s t i c  ( D a s ,  1 9 8 3 )  . F u r t h e r ,
q u a l i t a t i v e  m e t h o d s  a l l o w  t h e  r e s e a r c h e r  t o  g e t  c l o s e  t o  
t h e  d a t a ,  t o  k n o w  a l l  t h e  a c t o r s  i n v o l v e d  w e l l  a n d  o b s e r v e  
a n d  r e c o r d  w h a t  t h e y  d o  a n d  s a y .  I n  o t h e r  w o r d s ,  i t  
p e r m i t s  t h e  r e s e a r c h e r  t o  m e a s u r e  " t h i n g s  t h a t  r e a l l y  
h a p p e n  i n  o r g a n i s a t i o n s ,  a s  t h e y  e x p e r i e n c e  t h e m "  i n s t e a d  
o f  f o r c i n g  " i t  i n t o  a b s t r a c t  c a t e g o r i e s  t h a t  h a v e  n o t h i n g  
t o  d o  w i t h  h o w  i t  f u n c t i o n s "  ( M i n t z b e r g ,  1 9 7 9 ,  p p . 3 8 6 ) .
A d d i t i o n a l l y ,  q u a l i t a t i v e  d a t a  a l s o  p e r m i t ,  i n  m a n y  c a s e s ,  
t h e  g e n e r a t i o n  o f  f i n d i n g s  w h i c h  m a y  f o r m  t h e  b a s i s  o f  n e w  
h y p o t h e s e s  ( L u n d b e r g ,  1 9 7 6 )  a n d  d i s c o v e r i n g  ' g r o u n d e d  
t h e o r i e s '  ( G l a s e r  a n d  S t r a u s s ,  1 9 6 7 ) .
G i v e n  t h e  v a r i o u s  a d v a n t a g e s  a s s o c i a t e d  w i t h  q u a l i t a t i v e  
m e t h o d s ,  c o u p l e d  w i t h  t h e  a i m  a n d  o b j e c t i v e s  o f  t h i s  s t u d y ,  
a s  w e l l  a s  t h e  r e c e n t  t r e n d  i n  t h i s  f i e l d ,  t h e  p r e s e n t  
s t u d y  a d o p t e d  t h e  m u l t i - m e t h o d  a p p r o a c h  w i t h  a n  e m p h a s i s  o n  
q u a l i t a t i v e  m e t h o d s .  T h e  m e t h o d s  u s e d '  w e r e  d o c u m e n t  
a n a l y s i s ,  s e m i - s t r u c t u r e d  i n t e r v i e w s ,  i n - d e p t h  i n t e r v i e w s  
a n d  n o n - p a r t i c i p a n t  o b s e r v a t i o n .
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I n  a c h i e v i n g  t h e  a i m s  a n d  o b j e c t i v e s  o f  t h e  r e s e a r c h ,  t h e  
p r e s e n t  s t u d y  c o n s i s t e d  o f  t h r e e  m a j o r  p h a s e s .  I n  t h e  
f i r s t  p h a s e  o f  t h e  s t u d y ,  a n  a t t e m p t  w a s  m a d e  t o  f i n d  a n  
a n s w e r  t o  a n  i m p o r t a n t ,  y e t  l a r g e l y  n e g l e c t e d  q u e s t i o n ,  
" W h a t  a r e  m a n a g e r s  s u p p o s e d  t o  d o ? " .  D a t a  w e r e  c o l l e c t e d  
u s i n g  t w o  t y p e s  o f  a p p r o a c h .  F i r s t  w a s  t h e  a n a l y s e s  o f  
d o c u m e n t s  c o n c e r n i n g  f o r m a l  d e f i n i t i o n s  o f  t h e  j o b s  o f  t h e  
m a n a g e r s .  H o w e v e r ,  n o t  a l l  j o b s  h a v e  w r i t t e n  j o b
d e s c r i p t i o n s  a n d  i f  a v a i l a b l e ,  d o  n o t  t a k e  i n t o  a c c o u n t  t h e  
r e q u i r e m e n t s  o r i g i n a t i n g  f r o m  o t h e r  m e m b e r s  o f  t h e
o r g a n i s a t i o n .  I n  o t h e r  w o r d s ,  j o b  d e s c r i p t i o n s  d o  n o t  
r e f l e c t  t h e  s o c i a l  p r o c e s s  i n v o l v e d  i n  m a n a g e r i a l  w o r k .  
M a n a g e r s  g e t  t h e i r  j o b s  d o n e  t h r o u g h  i n t e r a c t i o n  w i t h
o t h e r s ,  a  p r o c e s s  w h i c h  i n v o l v e s ,  a m o n g  o t h e r s ,
n e g o t i a t i o n ,  e x c h a n g e  o f  i n f o r m a t i o n ,  b a r g a i n i n g  a n d  s o  o n .  
A s  a  s o c i a l  p r o c e s s ,  d e f i n i t i o n s  o f  m a n a g e r i a l  w o r k  s h o u l d  
b e  e x a m i n e d  f r o m  t h e  p e r s p e c t i v e s  o f  t h e  e x i s t i n g  s o c i a l  
s y s t e m  a n d  t h e  p r a c t i c e s  o f  h u m a n  a c t o r s  i n  t h e  s y s t e m .  
T h u s ,  t o  g a i n  a  c o m p l e t e  p i c t u r e  o f  w h a t  m a n a g e r s  s h o u l d  
d o ,  r e q u i r e m e n t s  w h i c h  o t h e r s  h a v e  o f  t h e  m a n a g e r s  w e r e  
a l s o  e x a m i n e d ,  r e q u i r i n g  t h e  e x a m i n a t i o n  o f  t h e  i n t e r a c t i o n  
s y s t e m  i n v o l v e d  i n  a n  o r g a n i s a t i o n .
I n  t h e  s e c o n d  p h a s e ,  t h e  q u e s t i o n  o f  " W h a t  d o  m a n a g e r s  
a c t u a l l y  d o ? "  w a s  t h e  f o c u s .  T h e  f i n d i n g s  o f  t h e  s e c o n d  
p h a s e  w e r e  a i m e d  a t  m a n a g e r i a l  w o r k  i n  p r a c t i c e  
i d e n t i f y i n g  w h e t h e r  m a n a g e r s  a c t u a l l y  d i d  w h a t  t h e y  w e r e  
s u p p o s e d  t o  d o  a n d  e x p l a i n i n g  t h e i r  f a i l u r e s  i n  m e e t i n g  
s o m e  o f  t h e  e x p e c t a t i o n s .
T h e  t h i r d  a n d  f i n a l  p h a s e  w a s  a i m e d  a t  a n s w e r i n g  p e r h a p s  
t h e  m o s t  i m p o r t a n t  q u e s t i o n  o f  t h e  s t u d y ,  " W h a t  i s  t h e  
r e l a t i o n s h i p  b e t w e e n  s t r u c t u r e ,  m a n a g e r i a l  j o b s  a n d  
m a n a g e r i a l  w o r k ? " .  I n  t h i s  p h a s e ,  t h e  f i n d i n g s  i n  t h e  
f i r s t  a n d  s e c o n d  p h a s e  w e r e  e x a m i n e d  i n  t h e  c o n t e x t  o f  t h e
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o r g a n i s a t i o n  i n  w h i c h  t h e y  w e r e  o b s e r v e d .  T h e  f o c u s  o f  
t h i s  p h a s e  w a s  t o  e x a m i n e  t h e  i m p a c t  t h a t  d i f f e r e n t  f o r m s  
o f  o r g a n i s a t i o n  h a v e  o n  m a n a g e r i a l  p r a c t i c e s  a n d  t h u s ,  
e x p l a i n e d  s i m i l a r i t i e s  a n d  d i f f e r e n c e s  o b s e r v e d  i n  
m a n a g e r i a l  p r a c t i c e s  i n  t h e  f i r s t  a n d  s e c o n d  p h a s e s .  I t  
w a s  t h e  i n t e r e s t  o f  t h e  f i n a l  p h a s e  t o  g e n e r a t e  e x p l a n a t o r y  
h y p o t h e s e s  a b o u t  t h e  o b s e r v a t i o n s  m a d e ,  p a r t i c u l a r l y  w h e r e  
e x i s t i n g  t h e o r i e s  w e r e  n o t  a b l e  t o  p r o v i d e  c o n v i n c i n g  
e x p l a n a t i o n .
D e s i g n e d  i n  t h e  a b o v e  m a n n e r ,  i . e .  b y  e x a m i n i n g  t h e  w o r k  o f  
m a n a g e r s  i n  r e l a t i o n  t o  o t h e r  m e m b e r s  o f  t h e  o r g a n i s a t i o n  
a n d  i n  t h e  c o n t e x t  o f  t h e  s t r u c t u r a l  a n d  c o n t e x t u a l  
d i m e n s i o n s  o f  t h e  o r g a n i s a t i o n  w i t h i n  w h i c h  t h e y  w o r k ,  t h e  
s t u d y  f o c u s e d  o n  t h e  w h o l e  s y s t e m  t h a t  m a k e s  u p  a n  
o r g a n i s a t i o n  a n d  n o t  j u s t  c e r t a i n  p a r t s  o f  t h e  
o r g a n i s a t i o n .  I n  o t h e r  w o r d s ,  t h e  s t u d y  a p p r o a c h e d  t h e  
p h e n o m e n o n  i n  a  h o l i s t i c  m a n n e r ,  a n  a p p r o a c h  r e s t i n g  o n  t h e  
a s s u m p t i o n  t h a t  t h e  w h o l e  i s  d i f f e r e n t  f r o m  t h e  s u m  o f  i t s  
p a r t s  ( D a s ,  1 9 8 3 )  . I t  r e j e c t e d  t h e  i d e a  o f  t r e a t i n g  a n  
i n d i v i d u a l  a s  a  s e t  o f  v a r i a b l e s  a n d ,  t h e r e f o r e ,  t o  
a d e q u a t e l y  u n d e r s t a n d  a  p h e n o m e n o n  t h e  i n t e r a c t i o n s  
e x i s t i n g  i n  t h e  w h o l e  s y s t e m  s h o u l d  b e  c a r e f u l l y  d e s c r i b e d  
a n d  a n a l y s e d .
B e s i d e s  s e e k i n g  t o  e x a m i n e  m a n a g e r i a l  w o r k  f r o m  a  h o l i s t i c  
p e r s p e c t i v e ,  t h i s  s t u d y  w a s  a l s o  d e s i g n e d  t o  p r o v i d e  
c o m p a r i s o n  o f  m a n a g e r i a l  w o r k  i n  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n .  T h i s  n e c e s s i t a t e d  e x a m i n i n g  m a n a g e r s  w o r k i n g  
i n  s e v e r a l  o r g a n i s a t i o n s .  F u r t h e r ,  t h e  a i m  t o  p r o v i d e  
e x p l a n a t i o n s  o f  t h e  p h e n o m e n o n  s t u d i e d  a n d  t o  g e n e r a t e  
h y p o t h e s e s  o n  t h e  o b s e r v a t i o n  m a d e ,  m e a n t  t h a t  t h i s  s t u d y  
w a s  m o r e  c o n c e r n e d  w i t h  p r o d u c i n g  t h e o r e t i c a l  
g e n e r a l i s a t i o n  -  t o  e x p a n d  a n d  g e n e r a l i s e  t h e o r i e s  -  t h a n  
s t a t i s t i c a l  g e n e r a l i s a t i o n  -  t o  e n u m e r a t e  f r e q u e n c i e s  ( Y i n ,  
1 9 8 9 ) .
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G i v e n  t h e  n e e d  t o  e x a m i n e  m a n a g e r i a l  w o r k  i n  a  h o l i s t i c  
m a n n e r ,  w i t h  t h e  a i m  o f  p r o v i d i n g  e x p l a n a t i o n s  o f  
m a n a g e r i a l  w o r k  i n  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n  a n d  t o  
p r o d u c e  t h e o r e t i c a l  g e n e r a l i s a t i o n s ,  c o m p a r a t i v e  c a s e  
s t u d i e s  a p p e a r e d  t o  b e  t h e  m o s t  a p p r o p r i a t e  r e s e a r c h  
d e s i g n .
C a s e  s t u d i e s  d i f f e r  f r o m  o t h e r  s t u d i e s  i n  t h e  s e n s e  t h a t  
t h e y  e x a m i n e  c o n t e m p o r a r y  p h e n o m e n o n  i n  i t s  r e a l - l i f e  
c o n t e x t  ( Y i n ,  1 9 8 9 )  a n d  f o c u s  o n  s o c i a l  u n i t s  a n d  s o c i a l  
p r o c e s s e s  ( H a k i m ,  1 9 8 7 ) .  T h e  s m a l l  s a m p l e  s i z e  u s e d  i n  
c a s e  s t u d i e s  d o e s  n o t  p e r m i t  t h e  p r o d u c t i o n  o f  u n i v e r s a l  o r  
g e n e r a l  l a w s  a b o u t  t h e  p o p u l a t i o n  f r o m  w h i c h  i t  w a s  
s e l e c t e d .  H o w e v e r ,  i t  i s  c a p a b l e  o f  g e n e r a t i n g  g e n e r a l i s e d  
t h e o r i s e s  t o  e x p l a i n  s p e c i f i c  r e l a t i o n s h i p s .  A c c o r d i n g  t o  
R y a n ,  S c a p e n s  a n d  T h e o b a l d  ( 1 9 9 2 ,  p p .  1 1 9 ) ,  " . . .
g e n e r a l i s a t i o n s  a n d  g e n e r a l  l a w s  d o  n o t  e x p l a i n ,  o n l y  t h e  
s p e c i f i c  c i r c u m s t a n c e s  o f  t h e  c a s e  c a n  b e  u s e d  t o  e x p l a i n .  
T h e  p a r t i c u l a r  s o c i a l  s y s t e m  b e i n g  s t u d i e d  a n d  i t s  c o n t e x t  
p r o v i d e  t h e  b a s i s  f o r  a n  e x p l a n a t i o n " . T h i s  a l s o  s u g g e s t s  
t h e  p o t e n t i a l  f o r  c a s e  s t u d i e s  i n  g e n e r a t i n g  f i n d i n g s  f r o m  
a  h o l i s t i c  p e r s p e c t i v e .
B y  s t u d y i n g  s e v e r a l  c a s e s ,  i n s t e a d  o f  a  s i n g l e  c a s e ,  t h e  
r e s e a r c h e r  w a s  a b l e  t o  i d e n t i f y  v a r i o u s  p a t t e r n s  e x i s t i n g  
i n  t h e  r e l a t i o n s h i p  b e t w e e n  d i f f e r e n t  p a r t s  o f  e a c h  s y s t e m  
o b s e r v e d  a n d  c o u l d  d e v e l o p  t h e o r i e s  t o  e x p l a i n  t h e  o b s e r v e d  
r e l a t i o n s .  B y  e x a m i n i n g  s e v e r a l  c a s e s ,  t h e  s t u d y  p r o d u c e d  
s e v e r a l  o b s e r v a t i o n s  o f  a  p a r t i c u l a r  p h e n o m e n o n ,  t h u s  t h e  
f i n d i n g s  p r o d u c e d  i n c r e a s e d  c o n f i d e n c e  i n  g e n e r a l i s a b i l i t y  
o f  t h e  r e s u l t s  a s  c o m p a r e d  t o  e v i d e n c e  p r o d u c e  b y  a  s i n g l e  
c a s e .
C a s e  s t u d i e s  h a v e  a l s o  b e e n  s h o w n  t o  b e  p a r t i c u l a r l y  
a p p r o p r i a t e  i n  a r e a s  w h e r e  t h e o r y  i s  n o t  w e l l  d e v e l o p e d  
( R y a n  e t  a l . , 1 9 9 2 )  . F o r  c a s e s  w h e r e  t h e  e x i s t i n g  t h e o r i e s  
a r e  u n a b l e  t o  p r o v i d e  c o n v i n c i n g  e x p l a n a t i o n s ,  h y p o t h e s e s
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c o n c e r n i n g  t h e  o b s e r v e d  r e l a t i o n s  a r e  d e v e l o p e d  f o r  
s u b s e q u e n t  t e s t s  a t  a  l a t e r  s t a g e .  T h i s  p r o v i d e s  f u r t h e r  
j u s t i f i c a t i o n  f o r  t h e  u s a g e  o f  c a s e  s t u d i e s  i n  t h e  p r e s e n t  
r e s e a r c h  a s  t h e  r e a l m  o f  m a n a g e r i a l  w o r k  i s  o n e  a r e a  w h e r e  
t h e o r y  h a s  n o t  y e t  b e e n  w e l l  d e v e l o p e d .
3.4 SAMPLING AND PROCEDURE
T h e  n e x t  i s s u e  w a s  t h e  n u m b e r  o f  c a s e s  d e e m e d  s u f f i c i e n t  
f o r  t h e  s t u d y .  A c c o r d i n g  t o  Y i n  ( 1 9 8 9 )  , t h e  s i z e  o f  t h e  
s a m p l e  i n  c o n d u c t i n g  t h i s  t y p e  o f  s t u d y  i s  i r r e l e v a n t  s i n c e  
s a m p l i n g  l o g i c  d o e s  n o t  a p p l y  i n  t h i s  t y p e  o f  r e s e a r c h  a s  
t h e  i n t e n t i o n  i s  n o t  t o  m a k e  s t a t i s t i c a l  g e n e r a l i s a t i o n s  
b u t  t h e o r e t i c a l  g e n e r a l i s a t i o n s .  T h e  f o r m e r  i s  c o n c e r n e d  
w i t h  d e d u c i n g  s t a t i s t i c a l  o c c u r r e n c e s  i n  a  p a r t i c u l a r  
p o p u l a t i o n  f r o m  f i n d i n g s  r e l a t i n g  t o  a  s a m p l e ,  t h e  l a t t e r  
i s  c o n c e r n e d  w i t h  e x p l a i n i n g  t h e  o b s e r v a t i o n s  w h i c h  h a v e  
b e e n  m a d e .
I n  o b t a i n i n g  a  p i c t u r e  o f  t h e  w o r k  o f  m a n a g e r s  i n  d i f f e r e n t  
o r g a n i s a t i o n a l  c o n t e x t s ,  t h e  o r i g i n a l  i n t e n t i o n  o f  t h i s  
s t u d y  w a s  t o  e x a m i n e  m a n a g e r i a l  w o r k  i n  m o r e  t h a n  t w o  
o r g a n i s a t i o n s ,  s o  a s  t o  e n s u r e  t h e  i n c l u s i o n  o f  m o r e  t h a n  
o n e  f o r m  o f  o r g a n i s a t i o n .  I n  F e b r u a r y  1 9 9 3 ,  t w e n t y  
o r g a n i s a t i o n s  i n  M a l a y s i a  w e r e  i d e n t i f i e d  a n d  f o r m a l  
l e t t e r s  w e r e  s e n t  f r o m  t h e  U n i t e d  K i n g d o m .  T h e r e  w e r e  n o  
s p e c i f i c  c r i t e r i a  i n  t h e  s e l e c t i o n  o f  t h e  o r g a n i s a t i o n s  t o  
p a r t i c i p a t e  i n  t h e  s t u d y  b e c a u s e  t h e  s t u d y  a i m e d  t o  e x a m i n e  
a n d  u n d e r s t a n d  m a n a g e r i a l  w o r k  i n  v a r i o u s  c o n t e x t u a l  
c i r c u m s t a n c e s .
M a l a y s i a  w a s  c h o s e n  a s  t h e  r e s e a r c h ,  s i t e  b e c a u s e  a t  t h e  
t i m e  t h e r e  w a s  a  d e a r t h  o f  r e s e a r c h  f o c u s i n g  o n  t h e  w o r k  o f  
M a l a y s i a n  m a n a g e r s .  T h u s ,  t h i s  s t u d y  a i m e d  t o  c o n t r i b u t e  
t o w a r d s  t h i s  b o d y  o f  k n o w l e d g e  i n  t w o  w a y s :  f i r s t ,  b y
e x p a n d i n g  o u r  u n d e r s t a n d i n g  o f  t h e  w o r k  o f  m a n a g e r s  i n  t h e
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P a c i f i c  R e g i o n ,  a n d  s e c o n d ,  b y  d e m o n s t r a t i n g  w h e t h e r  t h e  
d e v e l o p m e n t  o f  d i f f e r e n t  m a n a g e m e n t  c o n c e p t s  a r e  r e q u i r e d  
f o r  t h i s  r e g i o n .  A n o t h e r  i m p o r t a n t  r e a s o n  f o r  c h o o s i n g  
M a l a y s i a  a s  t h e  r e s e a r c h  s i t e  w a s  b e c a u s e  i t  w a s  t h e  
r e s e a r c h e r ' s  c o u n t r y  o f  o r i g i n .
H o w e v e r ,  t h e  r e s p o n s e  t o  t h e  o r i g i n a l  l e t t e r  w a s  s l o w  a n d  
n o t  e n c o u r a g i n g .  A f t e r  a  m o n t h  a n  a  h a l f  n o  a n s w e r  h a d  
c o m e  t h r o u g h .  T h e  r e s e a r c h e r  t h e n  d e c i d e d  t o  g a i n  a c c e s s  
t h r o u g h  p e r s o n a l  c o n t a c t s .  A  f r i e n d  w a s  c o n t a c t e d  a n d  
e i g h t  l e t t e r s  w e r e  s e n t  t o  a n o t h e r  s e t  o f  o r g a n i s a t i o n s  v i a  
t h e  p e r s o n a l  c o n t a c t .  A g a i n ,  n o  s p e c i f i c  c r i t e r i a  w a s  m a d e  
i n  t h e  s e l e c t i o n  o f  t h e s e  o r g a n i s a t i o n s .
S i x  o r g a n i s a t i o n s  i n i t i a l l y  i n d i c a t e d  a n  i n t e r e s t  i n  
p a r t i c i p a t i n g  i n  t h e  r e s e a r c h .  H o w e v e r ,  t w o  o f  t h e m  
w i t h d r e w  t h e i r  i n i t i a l  i n t e r e s t . O n e  o f  t h e m  d e n i e d  a c c e s s  
a f t e r  f u r t h e r  d e t a i l s  a b o u t  t h e  r e s e a r c h  r e q u i r e m e n t s  w e r e  
c o m m u n i c a t e d  w h i l s t  a n o t h e r  o r g a n i s a t i o n  w a s  e x c l u d e d  f r o m  
t h e  s t u d y  d u e  t o  t h e  s e n s i t i v i t y  o f  r e c e n t  e v e n t s  
s u r r o u n d i n g  i t ,  a n  e x c l u s i o n  m u t u a l l y  a g r e e d  u p o n  b e t w e e n  
s e n i o r  m a n a g e m e n t  a n d  t h e  r e s e a r c h e r .  T h i s  r e d u c e d  t h e  
e v e n t u a l  s a m p l e  t o  f o u r .
F o r  c o n f i d e n t i a l i t y  r e a s o n s ,  t h e  f o u r  o r g a n i s a t i o n s  w i l l  b e  
r e f e r r e d  t o  a s  C o m p a n y  A ,  B ,  C  a n d  D .  A l t h o u g h  t h e  
o r g a n i s a t i o n s  w e r e  n o t  s e l e c t e d  o n  a n y  s p e c i f i c  c r i t e r i a ,  
i n t e r e s t i n g l y ,  s e v e r a l  c o m m o n  c h a r a c t e r i s t i c s  a m o n g  t h e  
p a r t i c i p a t i n g  o r g a n i s a t i o n s  w e r e  o b s e r v e d .  B y  M a l a y s i a n  
s t a n d a r d s  t h e y  w e r e  a l l  l a r g e - s i z e d  m a n u f a c t u r i n g  
c o m p a n i e s . T h e y  w e r e  o w n e d  b y  m u l t i n a t i o n a l  o r g a n i s a t i o n s  
( M N C s ) , e x c e p t  f o r  C o m p a n y  D  w h i c h  w a s  a  j o i n t - v e n t u r e  
b e t w e e n  M a l a y s i a  a n d  H o n g  K o n g .  C o m p a n y  A  a n d  B  w e r e  i n  
t h e  e l e c t r o n i c s  s e c t o r  w h i l s t  C o m p a n y  C  a n d  D  i n  t h e  
t e x t i l e  a n d  c l o t h i n g  s e c t o r .  T h e  m a i n  a c t i v i t i e s  o f  a l l  
t h e s e  c o m p a n i e s  w e r e  t o  p r o d u c e  g o o d s  f o r  o v e r s e a s  m a r k e t .
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U n i n t e n t i o n a l l y ,  t h e  s t u d y  f o c u s e d  o n  o r g a n i s a t i o n s  i n  t h e  
m a n u f a c t u r i n g  i n d u s t r y .  T h i s  c o u l d  b e  c o n s i d e r e d  a s  a  
b l e s s i n g  i n  d i s g u i s e ,  h o w e v e r ,  a s  t h e  i n d u s t r y ,  a c c o r d i n g  
t o  t h e  M a l a y s i a n  E c o n o m i c  R e p o r t  1 9 9 2 / 9 3 ,  w a s  t h e  l e a d i n g  
c o n t r i b u t o r  t o  M a l a y s i a n  e c o n o m y  i n  t e r m s  o f  G r o s s  N a t i o n a l  
P r o d u c t  a n d  e m p l o y m e n t .
T h e  o r i g i n a l  i n t e n t i o n  o f  t h e  s t u d y  w a s  t o  f o c u s  t h e  w o r k  
o f  ' u n i t '  m a n a g e r s ,  i . e .  t h o s e  m a n a g i n g  a  s i n g l e ,  
d e f i n a b l e ,  u n i t  o p e r a t i o n  ( H a l e s  a n d  N i g h t i n g a l e ,  1 9 8 6 ) .  
A s  d e f i n e d ,  u n i t  m a n a g e r s  i n  C o m p a n y  A ,  B  a n d  C w e r e  t h e  
M a n a g i n g  D i r e c t o r / G e n e r a l  M a n a g e r  w h o ,  t e c h n i c a l l y ,  w e r e  
t h e  p l a n t  m a n a g e r s  a s  f a r  a s  t h e i r  p o s i t i o n  i n  r e l a t i o n  t o  
s t r u c t u r e  o f  t h e i r  p r i n c i p a l  o r g a n i s a t i o n s  w e r e  c o n c e r n e d .  
T h e  M a n a g i n g  D i r e c t o r s / G e n e r a l  M a n a g e r s ,  h o w e v e r ,  w e r e  n o t  
w i l l i n g  t o  b e  t h e  s u b j e c t  o f  i n v e s t i g a t i o n  a n d  i n s t e a d ,  
d e p a r t m e n t  h e a d s  w e r e  s u g g e s t e d .  M e a n w h i l e  C o m p a n y  D ,  
w h i c h  h a d  t e n  m a n u f a c t u r i n g  p l a n t s ,  d e n i e d  a c c e s s  t o  t h e i r  
p l a n t  m a n a g e r s .  T h u s ,  t h e  f o c a l  m a n a g e r s  i n  t h e  s t u d y  
i n e v i t a b l y  h a d  t o  c h a n g e ,  f r o m  u n i t  m a n a g e r s  t o  m a n a g e r s  
i n - c h a r g e  o f  v a r i o u s  f u n c t i o n a l  a r e a s .  A l t h o u g h  t h i s  
c r e a t e d  i n e v i t a b l e  d i f f i c u l t i e s  i n  c o m p a r i n g  f i n d i n g s  
a c r o s s  t h e  d i f f e r e n t  j o b s ,  i t  w a s  d e c i d e d  t h a t  l e s s - t h a n -  
p e r f e c t  d a t a  w e r e  b e t t e r  t h a n  n o  d a t a  a t  a l l .
E l e v e n  m a n a g e r s  w e r e  i n v i t e d  t o  p a r t i c i p a t e  i n  t h e  s t u d y ,  
b a s e d  o n  s u g g e s t i o n s  m a d e  b y  s e n i o r  m a n a g e r s  o f  t h e  
p a r t i c i p a t i n g  o r g a n i s a t i o n s  a n d  t h e  a v a i l a b i l i t y  o f  t h e  
m a n a g e r s .  I n  u n d e r s t a n d i n g  k e y  m a n a g e r i a l  a c t i v i t i e s  a s  a  
s o c i a l  p r o c e s s ,  t h e  s p e c i f i c  r e q u i r e m e n t s  o r  d e m a n d s  o f  
m e m b e r s  o f  t h e  m a n a g e r s '  r o l e - s e t  w e r e  a l s o  r e q u i r e d  t h u s ,  
m e m b e r s  o f  t h e  m a n a g e r s '  r o l e - s e t  a l s o  h a d  t o  b e  
i d e n t i f i e d .  T h e y  i n c l u d e d  t h e  m a n a g e r s '  s u p e r i o r s ,  
s u b o r d i n a t e s ,  p e e r s ,  c u s t o m e r s ,  v e n d o r s / s u p p l i e r s  a n d  o t h e r  
e x t e r n a l  g r o u p s ,  s u c h  a s  g o v e r n m e n t  o f f i c i a l s .  M o s t  
m a n a g e r s  c o n s i d e r e d  t h e  f i r s t  t w o  g r o u p s  t o  i n f l u e n c e  t h e i r  
w o r k  m o r e  t h a n  t h e  r e m a i n i n g  g r o u p s .
A l t h o u g h  t h e  m a n a g e r s  i d e n t i f i e d  t h e  a b o v e  g r o u p s  a s  
m e m b e r s  o f  t h e i r  r o l e - s e t ,  t h e r e  w e r e  d i f f i c u l t i e s  i n  
c o n t a c t i n g  e x t e r n a l  m e m b e r s  o f  t h e  r o l e - s e t s .  B e c a u s e  o f  
t h i s ,  t h e  s t u d y  w a s  c o m p e l l e d  t o  f o c u s  o n  t h e  e x p e c t a t i o n s  
o f  i n t e r n a l  r o l e - s e t  m e m b e r s .  D e s p i t e  t h i s  l i m i t a t i o n ,  t h e  
a m o u n t  o f  d a t a  c o l l e c t e d  o n  t h e  r o l e  e x p e c t a t i o n s  o f  t h e  
m a n a g e r s  w e r e  w h a t  w e  c o u l d  h a v e  r e a s o n a b l y  e x p e c t e d .
F i f t y - t h r e e  p e o p l e  w e r e  i n t e r v i e w e d  i n  t h e  s t u d y :  f o u r
s e n i o r  m a n a g e m e n t  p e r s o n n e l  -  p r o v i d i n g  i n f o r m a t i o n  
c o n c e r n i n g  t h e i r  r e s p e c t i v e  o r g a n i s a t i o n s ,  e l e v e n  f o c a l  
m a n a g e r s  -  h e a d i n g  v a r i o u s  f u n c t i o n a l  a r e a s  a n d  t h i r t y -  
e i g h t  i n d i v i d u a l s  a s  m e m b e r s  o f  t h e  m a n a g e r s '  r o l e - s e t  ( 1 3  
i n  C o m p a n y  A ;  1 2  i n  C o m p a n y  B ;  1 3  i n  C o m p a n y  C ;  1 5  i n  
C o m p a n y  D ) .
3.5 RESEARCH METHODS
T h e  p r o c e s s  o f  d a t a  c o l l e c t i o n  i n  t h i s  s t u d y  t o o k  p l a c e  i n  
t h r e e  s t a g e s  o v e r  a  p e r i o d  o f  f o u r  m o n t h s  b e t w e e n  M a y  a n d  
S e p t e m b e r  1 9 9 3 .  A t  e a c h  s t a g e ,  d i f f e r e n t  d a t a  h a d  t o  b e  
c o l l e c t e d  u s i n g  d i f f e r e n t  m e t h o d s .  T h e  s t a g e s  o f  d a t a  
c o l l e c t i o n  a n d  m e t h o d s  u s e d  w e r e  a s  f o l l o w s :
S t a g e  I  -  D a t a  g a t h e r e d  o n  t h e  f o r m s  o f  t h e  f o u r  
p a r t i c i p a t i n g  o r g a n i s a t i o n s  u s i n g  s e m i -  
s t r u c t u r e d  i n t e r v i e w s  w i t h  s e n i o r  m a n a g e r s  
a n d  a n a l y s i s  o f  c o m p a n y ' s  d o c u m e n t s  
( w h e r e v e r  a v a i l a b l e  a n d  p e r m i s s i b l e ) , 
n e w s p a p e r  c u t t i n g s  a n d  o t h e r  p u b l i s h e d  
a r t i c l e s  a b o u t  t h e  p a r t i c i p a t i n g  
o r g a n i s a t i o n s .
S t a g e  I I  -  D a t a  g a t h e r e d  o n  m a n a g e r i a l  j o b s  a s  
c o n s t i t u t e d  b y  o n e s '  e x p e c t a t i o n s  u s i n g  i n -  
d e p t h  i n t e r v i e w s .
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S t a g e  I I I  -  D a t a  g a t h e r e d  o n  m a n a g e r i a l  w o r k  a s  
p r a c t i s e d  u s i n g  s t r u c t u r e d  o b s e r v a t i o n .
S t a c r e  I
T h e  k e y  t o  g a t h e r i n g  i n t e r v i e w  d a t a  i s  t h e  w i n n i n g  o f  
e n o u g h  c o n f i d e n c e  t o  r e m o v e  t h e  b a r r i e r s  w h i c h  p e o p l e  
c o m m o n l y  e r e c t  w h e n  b e i n g  i n t e r v i e w e d  ( S j o b e r g  a n d  N e t t ,  
1 9 6 8 ) .  A s  s u c h ,  i n  p h a s e  T  a n d  I I ,  t h e  i n t e r v i e w  p r o c e s s  
n o r m a l l y  b e g a n  w i t h  e x p l a i n i n g  t h e  n a t u r e  o f  t h e  s t u d y  a n d  
t h e  g u a r a n t e e  o f  c o n f i d e n t i a l i t y .  I n  p a r t i c u l a r ,  o n  t h e  
i s s u e  o f  c o n f i d e n t i a l i t y ,  t h e  r e s e a r c h e r  s t r e s s e d  t h a t  
n o t h i n g  t h e  p a r t i c i p a n t  s a i d  w o u l d  b e  r e v e a l e d  t o  o t h e r  
o r g a n i s a t i o n s ,  a s  f a r  a s  t h e  o r g a n i s a t i o n a l  s t r u c t u r e  w a s  
c o n c e r n e d ,  o r  t o  h i s / h e r  s u p e r i o r s  o r  t o  a n y o n e  e l s e  i n  t h e  
o r g a n i s a t i o n ,  i n  t h e  c a s e  o f  r o l e  e x p e c t a t i o n s .
I t  i s  o f  i n t e r e s t  t h a t  o n  n u m e r o u s  o c c a s i o n s  t h e  r e s e a r c h e r  
w a s  a p p a r e n t l y  t e s t e d  b y  p a r t i c i p a n t s  ( o r  p a r t i c i p a n t s  
g e n u i n e l y  w a n t e d  t o  k n o w )  b y  b e i n g  a s k e d  h o w  o t h e r  
p a r t i c i p a n t s  r e s p o n d e d  t o  q u e s t i o n s .  T h e  r e s e a r c h e r  a l w a y s  
a n s w e r e d  t h a t  t h e  r e s e a r c h e r  w a s  u n d e r  n o  o b l i g a t i o n  t o  
r e v e a l  a n y  i n f o r m a t i o n .
F a c e - t o - f a c e  i n t e r v i e w s  w e r e  c o n d u c t e d  w i t h  s e n i o r  
m a n a g e m e n t  o f  e a c h  o r g a n i s a t i o n .  A  s e m i - s t r u c t u r e d  
i n t e r v i e w  s c h e d u l e  ( s e e  A p p e n d i x  1 )  w a s  u s e d  i n  t h e  
i n t e r v i e w  a n d  w e r e  r e c o r d e d .  P r i o r  t o  t h e  i n t e r v i e w  
p r o p e r ,  a  s m a l l  t a p e  r e c o r d e r  w a s  i n t r o d u c e d ,  e x c u s e d  o n  
t h e  g r o u n d s  o f  o b v i a t i n g  n o t e - t a k i n g ,  a n d  p e r m i s s i o n  f o r  i t  
r e q u e s t e d .  I n  n o  c a s e  d i d  a n y  p a r t i c i p a n t s  d e c l i n e  s u c h  
r e q u e s t ,  a n d  t h e  s t r o n g  i m p r e s s i o n  w a s  t h a t  i t s  p r e s e n c e  
w a s  v e r y  s o o n  i g n o r e d .  T h e  t i m e  t a k e n  t o  c o m p l e t e  a n  
i n t e r v i e w  v a r i e d  c o n s i d e r a b l y .  T h e  a v e r a g e  d u r a t i o n  o f  t h e  
i n t e r v i e w  p r o c e s s  w a s  b e t w e e n  s i x t y  t o  n i n e t y  m i n u t e s ,  
i r r e l e v a n t  q u e s t i o n s  w e r e  o m i t t e d  a n d  o t h e r s  f o l l o w e d  u p  i n  
g r e a t e r  d e t a i l .
B e s i d e s  t h e  g e n e r a l  a d v a n t a g e s  s u c h  a s  t h e  a b i l i t y  f o r  t h e  
r e s e a r c h e r  t o  a d a p t  t h e  q u e s t i o n s  a s  n e c e s s a r y ,  c l a r i f y  
d o u b t s  a n d  e n s u r e  t h a t  r e s p o n s e s  a r e  p r o p e r l y  u n d e r s t o o d  b y  
r e p e a t i n g  o r  r e p h r a s i n g  t h e  q u e s t i o n s ,  t h e  u s e  o f  a  s e m i ­
s t r u c t u r e d  i n t e r v i e w  s c h e d u l e  p r o v i d e d  f u r t h e r  f l e x i b i l i t y .  
T h e y  a l l o w e d  t h e  r e s e a r c h e r  t o  g a i n  i n - d e p t h  i n f o r m a t i o n  
a b o u t  t h e  o r g a n i s a t i o n  b u t ,  a t  t h e  s a m e  t i m e  f o c u s  o n  a  
c e r t a i n  s e t  o f  q u e s t i o n s  b a s e d  o n  t h e  f r a m e w o r k  u s e d ,  a s  
w e l l  a s  e n s u r i n g  t h a t  e a c h  o r g a n i s a t i o n  w a s  p o s e d  w i t h  a  
s i m i l a r  s e t  o f  q u e s t i o n s .
S e n i o r  m a n a g e r s  w e r e  u s e d  a s  ' i n f o r m a n t s '  i n  g a t h e r i n g  
i n f o r m a t i o n  o n  t h e  c h a r a c t e r i s t i c s  o f  t h e  o r g a n i s a t i o n s  
i n v e s t i g a t e d .  T h e y  w e r e  c o n s i d e r e d  a s  r e s p o n d e n t s  w h o  h a v e  
m o r e  k n o w l e d g e  r e g a r d i n g  t h e i r  o r g a n i s a t i o n s  d u e  t o  t h e i r  
s t r a t e g i c  p o s i t i o n s  w h i c h  e n a b l e  t h e m  t o  d e s c r i b e  t h e  
c h a r a c t e r i s t i c s  o f  t h e  w h o l e  o r g a n i s a t i o n s .  N e v e r t h e l e s s ,  
t h e  i n f o r m a t i o n  p r o v i d e d  b y  t h e  ' i n f o r m a n t s '  s h o u l d  b e  
a n a l y s e d  w i t h  c a u t i o n  a s  t h e  d e s c r i p t i o n s  f o r w a r d e d  m a y  o r  
m a y  n o t  r e f l e c t  t h e  a c t u a l  s i t u a t i o n  o f  t h e  o r g a n i s a t i o n s .  
I t  m a y  b e  a r g u e d  t h a t  t h e  i n f o r m a n t s  d e s c r i p t i o n s  o f  t h e i r  
o r g a n i s a t i o n s  w e r e  p r i m a r i l y  b a s e d  o n  t h e i r  u n d e r s t a n d i n g  
o f  t h e  s t r u c t u r e  a n d  t h e  i m a g e  o f  t h e i r  r e s p e c t i v e  
o r g a n i s a t i o n s  w h i c h  t h e y  w a n t e d  t o  p r o j e c t  t o  t h e  
r e s e a r c h e r .
A w a r e  o f  t h e  w e a k n e s s e s  i n h e r e n t  i n  t h i s  t y p e  o f  m e t h o d ,  
s u c h  a s  b i a s ,  p o o r  r e c a l l  a n d  i n a c c u r a t e  a r t i c u l a t i o n  ( Y i n ,
1 9 8 9 ) ,  a n a l y s i s  o f  d o c u m e n t s  w a s  a l s o  c o n d u c t e d  t o  
c o r r o b o r a t e  a n d  a u g m e n t  t h e  e v i d e n c e  o b t a i n e d  t h r o u g h  
i n t e r v i e w s .  H o w e v e r ,  o n l y  a  f e w  d o c u m e n t s  c o u l d  b e  
a c c e s s e d :  t h e  c o m p a n y ' s  a n n u a l  r e p o r t  a n d  n e w s c l i p p i n g s ,
a n d  c u r r e n t  n e w s  a b o u t  t h e i r  o r g a n i s a t i o n s  ( i n  t h e  f o r m  o f  
n e w s l e t t e r s ) . F o r m a l  j o b  d e s c r i p t i o n s ,  p o l i c i e s ,  r u l e s  a n d  
r e g u l a t i o n s  t h a t  t h e  m a n a g e r s  w e r e  e x p e c t e d  t o  o b s e r v e  w e r e  
e i t h e r  d e n i e d  o r  n o t  a v a i l a b l e .  T h e r e f o r e ,  t o  s o m e  e x t e n t ,  
t h e  u s e  o f  d o c u m e n t  a n a l y s i s  a s  a  m e a n s  t o  v a l i d a t e
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S t a g e  I I
T h e  m a i n  o b j e c t i v e  o f  s t a g e  I I  w a s  t o  e x a m i n e  t h e  o v e r a l l  
c h a r a c t e r  a n d  k e y  d i m e n s i o n s  o f  t h e  j o b s  o f  t h e  m a n a g e r s  
i n v e s t i g a t e d  a s  d e f i n e d  b y  t h e  e x p e c t a t i o n s  o f  t h e i r  r o l e -  
s e t s  a n d  t h e  m a n a g e r s '  p e r c e p t i o n s  o f  t h e  e x p e c t a t i o n s  
w h i c h  o t h e r s  h a d  o f  t h e m .  I n - d e p t h  i n t e r v i e w s ,  u s i n g  t h e  
m a n a g e r i a l  ' w h e e l '  t e c h n i q u e  s i m i l a r  t o  t h a t  u s e d  b y  H a l e s  
a n d  N i g h t i n g a l e s  ( 1 9 8 6 )  w e r e  u s e d  w i t h  m e m b e r s  o f  t h e  
m a n a g e r s '  r o l e - s e t  a n d  t h e  m a n a g e r s  t h e m s e l v e s .  T h e  f o r m e r  
w e r e  r e q u i r e d  t o  e x p r e s s  t h e i r  e x p e c t a t i o n s  o f  t h e  f o c a l  
m a n a g e r  w h i l s t  t h e  l a t t e r  w e r e  r e q u i r e d  t o  e x p r e s s  t h e  
e x p e c t a t i o n s  w h i c h  t h e y  c o n s i d e r e d  o t h e r s  t o  h a v e  o f  t h e m .
A t  t h i s  s t a g e ,  t h e  f o c a l  m a n a g e r s  w e r e  i n t e r v i e w e d  f i r s t .  
T h i s  w a s  f o r  f o u r  r e a s o n s :
1 .  T o  d e f i n e  t h e i r  s o u r c e s  o f  r o l e  d e m a n d s  a n d
e x p e c t a t i o n s  w h o s e  r e q u i r e m e n t s  c o l l e c t i v e l y  d e f i n e d  
t h e i r  j o b s .
2 .  T o  c o l l e c t  s o m e  b a c k g r o u n d  i n f o r m a t i o n  c o n c e r n i n g
t h e i r  j o b s .
3 .  F o r  m a n a g e r s  w h o  w e r e  w i l l i n g  t o  b e  o b s e r v e d ,
a d d i t i o n a l  i n f o r m a t i o n  w a s  g a t h e r e d  r e g a r d i n g  h i s / h e r  
n o r m a l  d a i l y  o p e r a t i o n s ,  a s  w e l l  a s  i n  d e t e r m i n i n g  t h e  
w e e k ,  c o n s i d e r e d  a s  a  n o r m a l  w e e k  a s  f a r  a s  t h e  
m a n a g e r s  w e r e  c o n c e r n e d ,  t o  c o n d u c t  t h e  o b s e r v a t i o n s .
4 .  T o  c o l l e c t  d a t a  o n  t h e  m a n a g e r s '  p e r c e p t i o n s  o f
e x p e c t a t i o n s  o f  o t h e r s  o f  t h e i r  j o b s .
T h e  t e c h n i q u e  w o r k e d  a s  f o l l o w s :
R e s p o n d e n t s  w e r e  r e q u i r e d  t o  i m a g i n a t i v e l y  p l a c e d  t h e  f o c a l  
m a n a g e r  a t  t h e  c e n t r e  o f  t h e  w h e e l  a n d  t o  e x p r e s s  t h e i r  
e x p e c t a t i o n s  b y  l a b e l l i n g  s p o k e s  o f  t h e  w h e e l ,  a s  m a n y  a s  
p o s s i b l e  i n  t h e i r  o w n  w o r d s .  O n c e  t h e y  h a d  e x h a u s t e d  
t h e s e ,  t h e y  w e r e  t h e n  a s k e d  t o  i n d i c a t e  t h e  s t r e n g t h  o f
7 4
i n f o r m a t i o n  r e c e i v e d  t h r o u g h  i n t e r v i e w s  w a s  l i m i t e d .
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e a c h  e x p e c t a t i o n s  b y  o v e r d r a w i n g  t h e  s p o k e . T h e  s t r e n g t h  
o f  e a c h  e x p e c t a t i o n  w a s  d i f f e r e n t i a t e d  i n t o  t h r e e  l e v e l s :  
' E s s e n t i a l '  e x p e c t a t i o n s ,  -  s u g g e s t i n g  t o  w h a t  t h e  
j o b h o l d e r  i s  e x p e c t e d  t o  d e f i n i t e l y  c o n f o r m  -  w e r e  
i n d i c a t e d  b y  o v e r d r a w i n g  t h e  s p o k e  t o  t h e  i n n e r  r i n g ;  
' S h o u l d '  e x p e c t a t i o n s ,  -  s u g g e s t i n g  t h i n g s  t h a t  t h e  
j o b h o l d e r  w a s  e x p e c t e d  t o  p e r f o r m  b u t  w h e r e  i t  w a s  
' a c c e p t a b l e '  i f  t h e  m a n a g e r  d i d  n o t  p e r f o r m  i t ,  w e r e  
i n d i c a t e d  b y  o v e r d r a w i n g  t h e  s p o k e  t o  t h e  m i d d l e  r i n g ;  a n d  
' P o s s i b l e '  e x p e c t a t i o n s ,  -  s u g g e s t i n g  w h a t  t h e  j o b h o l d e r  
m a y  o r  m a y  n o t  d o  -  w e r e  i n d i c a t e d  b y  o v e r d r a w i n g  t h e  s p o k e  
t o  t h e  o u t e r  r i n g .  ( F o r  d e t a i l  d i s c u s s i o n  o f  t h e  u s e  o f  t h e  
' w h e e l '  a s  a  t e c h n i q u e  o f  d a t a  c o l l e c t i o n  a n d  e x a m p l e s  o f  
c o m p l e t e d  w h e e l s ,  s e e  A p p e n d i x  2 ,  3 ,  4 a ,  4 b  a n d  4 c ) . T h e  
d u r a t i o n  o f  t h e  m a n a g e r i a l  w h e e l  i n t e r v i e w s  w e r e  b e t w e e n  
t h i r t y  t o  f i f t y  m i n u t e s  w i t h  t h e  f o c a l  m a n a g e r s ,  a n d  
b e t w e e n  t w e n t y  t o  f o r t y  m i n u t e s  w i t h  m e m b e r s  o f  t h e  r o l e -  
s e t s  .
T h e  ' w h e e l '  t e c h n i q u e  p r o v i d e d  a d d i t i o n a l  a d v a n t a g e  t o  t h e  
n o r m a l  u n s t r u c t u r e d  i n t e r v i e w  m e t h o d .  T o  t h e  r e s p o n d e n t s ,  
i t  p r o v i d e d  s o m e  s o r t  o f  e x c i t e m e n t  b e c a u s e  i t  s e e m e d  t o  
c r e a t e  i n  t h e m  a  f e e l i n g  o f  b e i n g  a c t i v e l y  i n v o l v e d  i n  t h e  
r e s e a r c h  p r o c e s s . I t  n e v e r  f a i l e d  t o  a m u s e  t h e m  w h e n  t h e  
r e s e a r c h e r  p r e s e n t e d  t h e  ' w h e e l '  i n  f r o n t  o f  t h e m  p r i o r  t o  
e x p l a i n i n g  t h e  n a t u r e  o f  t h e  s t u d y  a n d  w h a t  t h e y  w e r e  
e x p e c t e d  t o  d o  w i t h  t h e  ' w h e e l ' . S i n c e  t h e  s u b j e c t  m a t t e r  
w a s  v e r y  f o c u s e d  ( t o  e x p e c t a t i o n s  o f  a  p a r t i c u l a r  j o b ) , i n  
m o s t  c a s e s ,  t h e  r e s p o n d e n t s  a p p e a r e d  t o  b e  v e r y  i n v o l v e d  i n  
i t  a n d  t r i e d  t o  l a b e l  a s  m a n y  a s  t h e y  p o s s i b l y  c o u l d .  T h e  
r e s e a r c h e r  d i r e c t e d  t h e  r e s p o n d e n t s  t o  b e  m o r e  s p e c i f i c  a n d  
c o n c r e t e  i n  t h e  w a y  t h e y  e x p r e s s e d  t h e i r  e x p e c t a t i o n s ,  
a s k i n g  f o r  f u r t h e r  u n d e r s t a n d i n g  o f  t h e  m e a n i n g  o r  
i n t e n t i o n  o f  t h e  e x p r e s s e d  e x p e c t a t i o n s ,  a n d  a s s i s t i n g  t h e  
r e s p o n d e n t s  i n  a r t i c u l a t i n g  o r  r e c a l l i n g  t h e i r  e x p e c t a t i o n s  
w i t h o u t  i m p o s i n g  p a r t i c u l a r  w o r d s  o r  c o n c e p t s  u p o n  t h e m .
7 6
F u r t h e r ,  t h e  p r o c e s s  o f  c o l l e c t i n g  d a t a  u s i n g  t h i s  m e t h o d  
w a s  q u i c k  y e t  g u a r a n t e e d  r i c h  d a t a .  A t  t h e  e n d  o f  e a c h  
s e s s i o n ,  t h e  r e s e a r c h e r  h a d  n o t  o n l y  c o l l e c t e d  t h e  t y p e  b u t  
a l s o  t h e  s t r e n g t h  o f  e a c h  e x p e c t a t i o n .
T h e r e  w e r e  s e v e r a l  p r o b l e m s  w i t h  t h i s  t e c h n i q u e  b u t  t h e s e  
w e r e  o f  m i n i m a l  e f f e c t  o n  t h e  d a t a .  F i r s t l y ,  t h e r e  w a s  
p o o r  a r t i c u l a t i o n  a n d  m e m o r y  r e c a l l .  T h e  r e s p o n d e n t s ,  
e s p e c i a l l y  t h e  s u b o r d i n a t e s  o f  t h e  f o c a l  m a n a g e r ,  h a d  
d i f f i c u l t y  i n  p r o v i d i n g  d e t a i l e d  a n d  c o n c r e t e  e x p e c t a t i o n s  
o f  t h e  r o l e  o f  t h e  f o c a l  m a n a g e r .  T h i s  p r o b l e m  m a y  h a v e  
a r i s e n  d u e  t o  i g n o r a n c e  o f  t h e  f o c a l  m a n a g e r s '  d u t i e s  a n d  
r e s p o n s i b i l i t i e s  o r  b e c a u s e  t h i s  w a s  t h e  f i r s t  t i m e  t h e y  
w e r e  g i v e n  t h e  o p p o r t u n i t y  t o  e x p r e s s  t h e i r  r e q u i r e m e n t s  o f  
o t h e r  m e m b e r s  o f  t h e  o r g a n i s a t i o n .  S e c o n d l y ,  t h e r e  w a s
d i f f i c u l t y  o n  t h e  p a r t  o f  t h e  r e s p o n d e n t s  t o  s e p a r a t e  
r e q u i r e m e n t s  o f  t h e  i  o b  f r o m  t h o s e  o f  t h e  i n d i v i d u a l s  
h o l d i n g  t h e  j o b s .  H o w e v e r ,  t h e s e  p r o b l e m s  h a d  m i n i m a l  
e f f e c t  o n  t h e  d a t a  c o l l e c t e d  s i n c e  t h e  i n t e r v i e w e r  w a s  a b l e
t o  p r o b e  d e e p e r  a n d  g a i n  b e t t e r  u n d e r s t a n d i n g  o f  t h e
e x p r e s s e d  d e m a n d s ,  a s  w e l l  a s  r e m i n d i n g  t h e m  t h a t  t h e  f o c u s  
w a s  o n  t h e  j o b  r a t h e r  t h a n  o n  t h e  i n d i v i d u a l  h o l d i n g  i t .
T h e  i n - d e p t h  i n t e r v i e w s ,  n e v e r t h e l e s s ,  c o u l d  n o t  
d e m o n s t r a t e  w h a t  m a n a g e r s  a c t u a l l y  d i d ,  r e q u i r i n g  t h e
r e s e a r c h e r  t o  c o n t i n u e  w i t h  s t a g e  I I I .
S t a g e  I I I
S t a g e  I I I  o f  t h e  s t u d y  i n v o l v e d  t h e  o b s e r v a t i o n  o f  t h e  
a c t u a l  w o r k  b e h a v i o u r  o f  f o u r  m a n a g e r s  f o r  a  p e r i o d  o f  a  
w e e k .  T h e  w e e k  w a s  c h o s e n  i n  c o n s u l t a t i o n  w i t h  t h e  m a n a g e r  
t o  r e p r e s e n t  a  ' t y p i c a l '  w o r k  w e e k .  A l l  w o r k - r e l a t e d  
a c t i v i t i e s  o f  t h e  m a n a g e r s  w e r e  r e c o r d e d  a n d  e a c h  r e c o r d i n g  
t o o k  p l a c e  f r o m  t h e  m a n a g e r ' s  t i m e  o f  a r r i v a l  a t  t h e  p l a c e  
o f  w o r k  i n  t h e  m o r n i n g  t o  h i s  r e t u r n  h o m e  i n  t h e  e v e n i n g .  
B e t w e e n  t h e s e  t i m e s ,  o f f - p r e m i s e s  w o r k  w a s  a l s o  r e c o r d e d  
b u t  w o r k - r e l a t e d  a c t i v i t i e s  c o n d u c t e d  a t  h o m e  a n d  w e e k e n d s
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T h e  o b s e r v a t i o n  p r o c e d u r e  w a s  s t r u c t u r e d ,  d i r e c t ,  n o n ­
p a r t i c i p a n t  o b s e r v a t i o n  a n d  a c t i v e .  I t  w a s  a c t i v e ,  i n  t h e  
s e n s e  t h a t  t h e r e  w e r e  f r e q u e n t  i n t e r a c t i o n s  w i t h  t h e  
m a n a g e r s  o b s e r v e d  f o r  t h e  p u r p o s e  o f  c l a r i f y i n g  t h e  
b a c k g r o u n d  t o ,  o r  p u r p o s e  o f ,  o b s e r v e d  b e h a v i o u r .  
O b s e r v a t i o n s  w e r e  r e c o r d e d  o n  a  t i m e  s c h e d u l e  s i m i l a r  t o  
t h a t  e m p l o y e d  b y  H a l e s  a n d  N i g h t i n g a l e  ( 1 9 8 6 ) .  
O b s e r v a t i o n s  r e c o r d e d  m i n u t e - b y - m i n u t e  d e s c r i p t i o n s  o f  
m a n a g e r i a l  b e h a v i o u r  o n  t h r e e  d o c u m e n t s  ( s e e  A p p e n d i x  5 ) :
1 .  C h ro n o lo g y  r e c o r d :  a  c o n t i n u o u s  c h r o n o l o g i c a l  r e c o r d  
o f  a l l  a c t i v i t i e s  a n d  t h e i r  d u r a t i o n .  F o r  e a c h  s e p a r a t e  
a c t i v i t y ,  a  n e w  e n t r y  i n  t h e  c h r o n o l o g y  r e c o r d  w a s  m a d e .  
F o l l o w i n g  M i n t z b e r g  ( 1 9 7 3 ) ,  a  n e w  ' a c t i v i t y '  b e g u n  w h e n  
e i t h e r  t h e  p a r t i c i p a n t s  a n d / o r  t h e  m e d i u m  c h a n g e d .  T h e  
c h r o n o l o g y  r e c o r d  w a s  c r o s s - r e f e r e n c e d  w i t h :
2 .  C o n ta c t r e c o r d :  a  d e t a i l e d  r e c o r d  o f  a l l  i n t e r a c t i v e  
a c t i v i t i e s  i n  t e r m s  o f  w i t h  w h o m  t h e y  t o o k  p l a c e ,  w h e n ,  
w h e r e ,  o n  w h o s e  i n i t i a t i v e ,  a n d ,  m o s t  i m p o r t a n t  o f  a l l ,  t h e  
p u r p o s e  o f  t h e  i n t e r a c t i o n ,  a n d / o r
3 .  Document r e c o r d :  a  d e t a i l e d  r e c o r d  o f  a l l  a c t i v i t i e s  
i n v o l v i n g  p a p e r w o r k  i n  t e r m s  o f  t h e  t y p e  o f  d o c u m e n t ,  i t s  
s o u r c e ,  a n d  a g a i n ,  t h e  p u r p o s e  o f  t h e  d o c u m e n t .
I n  a l l  c i r c u m s t a n c e s ,  t h e  n a t u r e  a n d  t h e  p u r p o s e  o f  e a c h  
a c t i v i t y  w e r e  r e c o r d e d  a s  r e p o r t e d  b y  t h e  m a n a g e r s  
t h e m s e l v e s .  A c t i v e ,  n o n - p a r t i c i p a n t  o b s e r v a t i o n  w a s  c h o s e n  
f o r  o b t a i n i n g  d a t a  o n  a c t u a l  m a n a g e r i a l  w o r k  b e c a u s e  o f  i t s  
s t r e n g t h  o v e r  o t h e r  d i r e c t  m e t h o d s  o f  c o l l e c t i n g  d a t a  o n  
m a n a g e r i a l  b e h a v i o u r ,  s u c h  a s  t h e  d i a r y  , c r i t i c a l  i n c i d e n t  
t e c h n i q u e  , a c t i v i t y  s a m p l i n g  a n d  p a r t i c i p a n t  o b s e r v a t i o n  
( B r e w e r  a n d  T o m l i n s o n ,  1 9 6 4 ;  B u r n s ,  1 9 6 7 ;  D a l t o n ,  1 9 5 9 ;  
D u b i n  a n d  S p r a y ,  1 9 6 4 ;  F l a n a g a n ,  1 9 5 4 ;  F l e t c h e r ,  1 9 7 3 ;
d u r i n g  t h e  p e r i o d  s t u d i e d  w e r e  e x c lu d e d .
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H a n n a w a y ,  1 9 8 9 ;  S t e w a r t ,  1 9 6 7 ;  W h i t e l y ,  1 9 8 5 ) .
T h e  d i a r y  i s  u s e f u l  f o r  s t u d y i n g  t h e  f o r m  o f  m a n a g e r i a l  
w o r k  b u t  l e s s  a p p r o p r i a t e  f o r  s t u d y i n g  t h e  c o n t e n t  o f  
m a n a g e r i a l  w o r k  ( S t e w a r t ,  1 9 7 6 ) .  S t e w a r t ,  i n i t i a l l y ,  
i n t e n d e d  t o  r e c o r d  t h e  c o n t e n t  o f  m a n a g e r i a l  w o r k  i n  t h e  
d i a r y ,  b u t  l a t e r  d e c i d e d  t o  e x c l u d e  t h e  r e s u l t s  f r o m  h e r
a n a l y s i s  o n  t h e  g r o u n d  t h a t  t h e y  w e r e  u n r e l i a b l e .  T h e
c r i t i c a l  i n c i d e n t s  t e c h n i q u e  i s  a p p r o p r i a t e  f o r  e l i c i t i n g  
f u r t h e r  u n d e r s t a n d i n g  o f  s p e c i f i c  a s p e c t s  o f  m a n a g e r i a l  
w o r k ,  s u c h  a s  d e c i s i o n - m a k i n g ,  b u t  i s  l e s s  a p p r o p r i a t e  f o r  
r e s e a r c h  i n t e r e s t e d  i n  s t u d y i n g  t h e  p r o c e s s  o f  m a n a g i n g  a s  
a  w h o l e  s i n c e  o n l y  c e r t a i n  k e y  a r e a s  a r e  e x a m i n e d .  T h e  k e y  
l i m i t a t i o n  o f  t h e  a c t i v i t y  s a m p l i n g  m e t h o d  i s  i t s  t e n d e n c y  
t o  p a i n t  a  f r a g m e n t e d ,  r a t h e r  t h a n  a  h o l i s t i c ,  p i c t u r e  o f  
m a n a g e r i a l  w o r k  s i n c e  m a n a g e r i a l  a c t i v i t i e s  a r e  o b s e r v e d  a t  
r a n d o m  t i m e  i n t e r v a l s  r a t h e r  t h a n  c o n t i n u o u s l y .  D e s p i t e  
t h e  a d v a n t a g e s  i n h e r e n t  i n  p a r t i c i p a n t  o b s e r v a t i o n ,  t h e
c o m p a r a t i v e  n a t u r e  o f  t h i s  r e s e a r c h  d i d  n o t  p e r m i t  e n o u g h  
t i m e  f o r  t h e  r e s e a r c h e r  t o  p l a y  t h e  d u a l  r o l e  o f  o b s e r v e r  
a n d  r e g u l a r  p a r t i c i p a n t  i n  t h e  a c t i v i t i e s  b e i n g  o b s e r v e d .
N o n - p a r t i c i p a n t  o b s e r v a t i o n  h a s  o t h e r  p o s i t i v e  a d v a n t a g e s .  
I t s  m a j o r  s t r e n g t h  l i e s  i n  t h e  f a c t  t h a t  i t  a l l o w s  t h e
c o l l e c t i o n  o f  b o t h  q u a n t i t a t i v e  a n d  q u a l i t a t i v e  d a t a .  T h e  
a v a i l a b i l i t y  o f  q u a n t i t a t i v e  m e a s u r e s  a l l o w  t h e  r e s e a r c h e r  
t o  p r o d u c e  q u a n t i f i a b l e  r e s u l t s ,  m a k i n g  c o m p a r i s o n  b e t w e e n  
o r g a n i s a t i o n s  a n d  j o b  t y p e s  p o s s i b l e .
T h e  ' s t r u c t u r e d  o b s e r v a t i o n 7 t e c h n i q u e  a s  d e s i g n e d  b y  H a l e s  
a n d  N i g h t i n g a l e 7 , a n  a d a p t a t i o n  o f  M i n t z b e r g 7 s  ( 1 9 7 3 )  
s t r u c t u r e d  o b s e r v a t i o n  i n s t r u m e n t ,  i n t r o d u c e d  a d d i t i o n a l  
a d v a n t a g e s .  T h e  u s e  o f  t h e  t h r e e  d o c u m e n t s  ( c h r o n o l o g y ,  
c o n t a c t  a n d  d o c u m e n t  r e c o r d s )  a l l o w e d  t h e  r e s e a r c h e r  n o t  
o n l y  t o  r e c o r d  t h e  a c t i v i t i e s  o b s e r v e d  o n  a  c o n t i n u o u s  
b a s i s  b u t  a l s o  t o  r e c o r d  a n d  c a t e g o r i s e  d e t a i l e d  
i n f o r m a t i o n  o f  t h e  c o n t a c t s  a n d  d o c u m e n t s  i n v o l v e d  i n  t h e
m a n a g e r s '  d a i l y  w o r k ,  s i m u l t a n e o u s l y .  F u r t h e r ,  m u l t i p l e  
c o d i n g  e l i m i n a t e d  t h e  p r o b l e m  f a c e d  w h e n  t w o  a c t i v i t i e s  
o c c u r  s i m u l t a n e o u s l y ,  t h u s  e n a b l i n g  t h e  r e s e a r c h e r  t o  c o d e  
b o t h  a c t i v i t i e s  a n d  p r o d u c e  a  m o r e  c o m p l e t e  p r o f i l e  o f  t h e  
m a n a g e r s ' j  o b s .
A d d i t i o n a l l y ,  t h e  i n t e r r u p t i v e  n a t u r e  o f  t h e  o b s e r v a t i o n  
p e r m i t t e d  t h e  r e s e a r c h e r  t o  d e t e r m i n e  i m m e d i a t e l y ,  i n  r e a l  
t i m e ,  t h e  m e a n i n g  a n d  i n t e n t  o f  a n  a c t i v i t y .  I m m e d i a t e  
c o d i n g  e l i m i n a t e d  t h e  p o s s i b i l i t y  o f  f o r g e t t i n g  w h a t  t a k e s  
p l a c e  b e t w e e n  o b s e r v a t i o n  a n d  l a t e r  c o d i n g ,  a s  e x p e r i e n c e d  
b y  O ' N e i l l  a n d  K u b a n y  ( 1 9 5 9 ) .  T h o u g h  i t  i n t e r f e r e d  
s o m e w h a t  w i t h  t h e  n o r m a l  w o r k  p a c e  o f  t h e  m a n a g e r s ,  i t  w a s  
f e l t  t h a t  a c c u r a c y  o f  d a t a  c o l l e c t e d  w a s  m o r e  i m p o r t a n t  
t h a n  r e c o r d i n g  e v e r y  s i n g l e  a c t i v i t y  t h a t  t o o k  p l a c e  d u r i n g  
t h e  o b s e r v a t i o n s  p e r i o d .  F u r t h e r ,  d e t e r m i n i n g  t h e  p u r p o s e  
o f  a n  a c t i v i t y  a s  e x p e r i e n c e d  b y  t h e  m a n a g e r s ,  r a t h e r  t h a n  
a s  p e r c e i v e d  b y  t h e  o b s e r v e r ,  a l l o w e d  c a t e g o r i s a t i o n  o f  
m a n a g e r i a l  a c t i v i t i e s  a s  t h e y  e m e r g e d  o u t  o f  t h e  c a s e ,  
r a t h e r  t h a n  b e i n g  i m p o s e d  o n  i t .  I t  a l s o  i n c r e a s e d  t h e  
v a l i d i t y  o f  t h e  r e s e a r c h e r ' s  i n t e r p r e t a t i o n s  o f  t h e  
o b s e r v e d  a c t i v i t i e s .
S t r u c t u r e d  o b s e r v a t i o n  h a s  b e e n  c r i t i c i s e d  f o r  t h e  u s e  o f  
s m a l l  s a m p l e  s i z e  a n d  t h e  a b s e n c e  o f  r e l i a b i l i t y  c h e c k s  
( M a r t i n k o  a n d  G a r d n e r ,  1 9 9 0 ) .  H o w e v e r ,  t h e s e  c r i t i c i s m s  
a r e  n o t  a p p r o p r i a t e  a s  f a r  a s  t h i s  s t u d y  i s  c o n c e r n e d .  B y  
a d o p t i n g  t h e  c a s e  s t u d i e s  a p p r o a c h ,  t h e  s t u d y  w a s  n o t  
i n t e r e s t e d  i n  s t a t i s t i c a l  g e n e r a l i s a t i o n s  b u t  t h e o r e t i c a l  
g e n e r a l i s a t i o n s .  T h u s ,  t h e  s i z e  o f  t h e  s a m p l e  w a s  n o t  
i m p o r t a n t .  I s s u e s  t o  d o  w i t h  r e l i a b i l i t y  o f  e v i d e n c e ^  a l s o  
l e s s  o f  a  s i g n i f i c a n c e  t o  c a s e  s t u d i e s  c o n d u c t e d  f r o m  a  
h o l i s t i c  p e r s p e c t i v e .  I n  t h i s  t y p e  o f  s t u d y ,  t h e  
r e s e a r c h e r  a n d  t h e  r e l a t i o n s h i p  b e t w e e n  t h e  r e s e a r c h e r  a n d  
t h e  s u b j e c t  r e s e a r c h e d  p l a y e d  a  m a j o r  r o l e  i n  i n t e r p r e t i n g  
a n d  e x p l a i n i n g  t h e  c a s e s  i n v e s t i g a t e d  ( R y a n  e t  a l . ,  1 9 9 2 ) .
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O b s e r v a t i o n  c o n d u c t e d  o n  a  c r o s s - s e c t i o n a l  b a s i s ,  h o w e v e r ,  
h a s  o n e  m a j o r  l i m i t a t i o n  i n  o b t a i n i n g  a  c o m p r e h e n s i v e  
k n o w l e d g e  o f  t h e  w o r k  c o n t e n t .  I t  l i m i t s  t h e  a b i l i t y  o f  
t h e  r e s e a r c h e r  t o  o b s e r v e  a l l  a c t i v i t i e s  a c t u a l l y  p e r f o r m e d  
b y  t h e  m a n a g e r s  o u t s i d e  t h e  o b s e r v a t i o n  p e r i o d .  A s  
o b s e r v e d  i n  t h i s  s t u d y ,  a s  w e l l  a s  d o c u m e n t e d  b y  M a r p l e s  
( 1 9 6 7 ) ,  a t  a n y  g i v e n  m o m e n t ,  t h e  m a n a g e r s  w e r e  o b s e r v e d  t q  
b e  a c t i v e l y  p u r s u i n g  a  l i m i t e d  n u m b e r  o f  a g e n d a s  o r  i s s u e s .  
T h e r e f o r e ,  d a t a  c o l l e c t e d  i n  t h i s  m a n n e r  o n l y  r e f l e c t e d  t h e  
m a i n  c o n c e r n  o f  t h e  m a n a g e r  o r  t h e  o r g a n i s a t i o n  a t  t h a t  
p a r t i c u l a r  p o i n t  o f  t i m e . T h i s  p o s e d  p r o b l e m s  f o r  
a n a l y s i n g  t h e  d e g r e e  o f  c o n g r u e n c y  b e t w e e n  t h e  a c t u a l  a n d  
e x p e c t e d  p e r f o r m a n c e  o f  t h e  m a n a g e r s .  D e s p i t e  t h e  s t r o n g  
p o t e n t i a l  o f  t h i s  m e t h o d ,  i n  p r a c t i s e ,  n o t  e v e r y  i n d i v i d u a l  
w a s  w i l l i n g  t o  b e  o b s e r v e d  o n  a  c o n t i n u o u s  b a s i s .
T h e  n e x t  s e c t i o n  d i s c u s s e s  t h e  m a n n e r  i n  w h i c h  t h e  d a t a  
c o l l e c t e d  w e r e  a n a l y s e d ,  a s  w e l l  a s  p r o b l e m s  f a c e d .
3.6 DATA ANALYSIS
3.6.1 Semi-structured interviews
T h e  r e c o r d e d  i n t e r v i e w s  w e r e  t r a n s c r i b e d  a n d  t h e  c o n t e n t s  
e x a m i n e d  i n  t e r m s  o f  t h e  c o n t e x t u a l  a n d  s t r u c t u r a l  
c o m p o n e n t s  o f  e a c h  o r g a n i s a t i o n .  A n a l y s i s  o f  e a c h  
o r g a n i s a t i o n  w a s  c o n d u c t e d  s e p a r a t e l y .  A v a i l a b l e  d o c u m e n t s  
w e r e  a n a l y s e d  t o  c o m p l e m e n t  a n d  s u b s t a n t i a t e  i n f o r m a t i o n  
r e c e i v e d  f r o m  t h e  r e s p o n d e n t s .
E a c h  o r g a n i s a t i o n  w a s  a n a l y s e d ,  s e p a r a t e l y ,  i n  t e r m s  o f  
t h e i r  c o n t e x t u a l  a n d  s t r u c t u r a l  d i m e n s i o n s ,  w i t h  s t r u c t u r a l  
a r r a n g e m e n t s  o f  e a c h  o r g a n i s a t i o n s  g i v e n  e m p h a s i s .  T h e  
o r g a n i s a t i o n a l  c o n t e x t  w a s  a n a l y s e d  i n  t e r m s  o f  h i s t o r y  a n d  
o r i g i n ,  o w n e r s h i p  a n d  c o n t r o l ,  s i z e  a n d  a g e ,  g o a l s  a n d  
a c t i v i t i e s ,  t e c h n o l o g y ,  l o c a t i o n  a n d  e n v i r o n m e n t .  T h e s e  
d a t a  t h e n ,  f o r m  t h e  i n t r o d u c t i o n  o r  b a c k g r o u n d  t o  e a c h
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S t r u c t u r a l  c o m p o n e n t s  o f  e a c h  o r g a n i s a t i o n  w e r e  a n a l y s e d  
a c c o r d i n g  t o  H a l e s ' s  MTO f r a m e w o r k .  F i g u r e  3 . 1  d e p i c t s  a  
s u m m a r y  o f  m e a s u r e m e n t s  u s e d  i n  u n d e r s t a n d i n g  t h e  p r o c e s s  
o f  p l a n n i n g / d e c i s i o n - m a k i n g ,  a l l o c a t i n g ,  m o t i v a t i n g ,  
c o o r d i n a t i n g  a n d  c o n t r o l l i n g  w i t h i n  t h e  t a s k s ,  m o t i v a t i o n  
a n d  c o n t r o l  s y s t e m s .
A n a l y s i s  a t  t h i s  s t a g e  w a s  a  s t r a i g h t - f o r w a r d  p r o c e s s ,  
g u i d e d  a n d  m e a s u r e d  b y  t h e  v a r i a b l e s  i n c l u d e d  i n  t h e  
f r a m e w o r k  s i n c e ,  a t  t h i s  s t a g e ,  t h e  o b j e c t i v e  w a s  t o  
d e s c r i b e  a n d  t o  i d e n t i f y  s i g n i f i c a n t  s i m i l a r i t i e s  a n d  
d i f f e r e n c e s  b e t w e e n  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n .  T h e  
d e t a i l e d  d e s c r i p t i o n s  o f  e a c h  o r g a n i s a t i o n  w e r e  t h e n  u s e d ,  
a t  a  l a t e r  s t a g e  o f  a n a l y s i s ,  a s  e x p l a n a t o r y  v a r i a b l e s  i n  
u n d e r s t a n d i n g  m a n a g e r i a l  w o r k .
p a r t i c i p a t i n g  o r g a n i s a t i o n .
Figure 3.1: Managing through organisation: an analytical
framework
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'TASK SYSTEM'
P la n n in g /d e c i s io n - m a k in g  ( v e r t i c a l  d i v i s i o n  o f  l a b o u r )
* Locus o f  r e s p o n s i b i l i t y  by scope o f  p l a n / d e c i s i o n  and 
l e v e l  o f  g e n e r a l i t y  - i n d i c a t i n g  t h e  d e g re e  o f  
c e n t r a l i s a t i o n
* In fo rm a t io n /c o m m u n ic a t io n  by form ( i . e .  fo rm a l  o r
in fo rm a l )  and d i r e c t i o n  ( v e r t i c a l  o r  h o r i z o n t a l )
A l l o c a t i o n  o f  work ( h o r i z o n t a l  d i v i s i o n  o f  l a b o u r )
* Form o f  s p e c i a l i s a t i o n
( s k i l l / f u n c t i o n / o u t p u t / c l i e n t / l o c a t i o n )
* L eve l  o f  s p e c i a l i s a t i o n
(d i v i s i o n /d e p a r t m e n t /g r o u p / j o b )
* Degree o f  jo b  s p e c i a l i s a t i o n  
( p r o f e s s i o n a l / r o l e / t a s k )
'MOTIVATION SYSTEM'
* Rewards
* R u les
* R a t i o n a l e s / i d e o l o g i e s
'CONTROL SYSTEM'
C o o r d in a t io n
* Locus o f  r e s p o n s i b i l i t y
( i n t e r n a l / h i e r a r c h i c a l / s p e c i a l i s t s /  c o o r d i n a t i n g  body)
* Method
( a d j u s t m e n t / c o n s u l t a t i o n / d i r e c t i o n )
* Degree o f  f o r m a l i t y
( f o r m a l / in fo r m a l )
(Note: b a s e  on t h e  d e g re e  o f  com bina tion  o f  a s p e c t s  i n  t h e
c o o r d i n a t i o n  i te m ,  t h e  method o f  c o n t r o l  may be 'm u tu a l  a d j u s t m e n t ' ,
' h i e r a r c h i c a l  c o o r d i n a t i o n '  o r  ' s p e c i a l i s t  l i a i s o n . )
C o n t r o l
* Focus 
( i n p u t s / p r o c e s s e s / o u t p u t s / v a l u e s )
* Locus o f  r e s p o n s i b i l i t y  
( s e l f / m u t u a l / e x t e r n a l )
* Degree o f  im p e r s o n a l i t y
( p e r s o n a l / im p e r s o n a l )
* Degree o f  f o r m a l i t y
( f o r m a l / in fo r m a l )
(Note: t h e  c o m b in a t io n  o f  t h e  c o n t r o l  v a r i a b l e s  w i l l  g iv e  r i s e  t o  
d i f f e r e n t  c o n t r o l  m ethods, such as s e l f ,  m u tua l ,  d i r e c t  s u p e r v i s io n ,  
r u l e s  o r  v a l u e s .
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T h e  d a t a  o n  m a n a g e r i a l  w o r k  a s  c o n s t i t u t e d  b y  m e m b e r s  o f  
t h e  m a n a g e r s '  r o l e - s e t  a n d  t h e  m a n a g e r s  t h e m s e l v e s  w e r e  
a n a l y s e d  f o l l o w i n g  t h e  p r o c e d u r e s  e m p l o y e d  b y  H a l e s  ( 1 9 8 7 )  
a n d  H a l e s  a n d  N i g h t i n g a l e  ( 1 9 8 6 )  .
A f t e r  g a t h e r i n g  d a t a  f r o m  t h e  i n - d e p t h  i n t e r v i e w s  w i t h  5 3  
r e s p o n d e n t s  ( 1 1  m a n a g e r s  a n d  4 2  m e m b e r s  o f  t h e i r  r o l e - s e t )  , 
t h e  r e s e a r c h e r  f a c e d  t h e  c o n s i d e r a b l e  t a s k  o f  a g g r e g a t i n g  
i n d i v i d u a l  e x p e c t a t i o n s  i n t o  m o r e  m a n a g e a b l e  c a t e g o r i e s . 
T o  d o  t h i s ,  e x p e c t a t i o n s  r e l a t i n g  t o  a l l  t h e  j o b s  w e r e  
i d e n t i f i e d  a n d  g r o u p e d  i n t o  m o r e  g e n e r a l  c a t e g o r i e s .  T h i s  
w a s  d o n e  m a n u a l l y ,  u s i n g  s u b j e c t i v e  j u d g e m e n t s  o f  t h e  
r e s e a r c h e r .  O n c e  c o m p l e t e d ,  t h e s e  a g g r e g a t e d  e x p e c t a t i o n s  
w e r e  c o m b i n e d  i n t o  b r o a d  a r e a s  o f  w o r k  c o n t e n t .  1 1  b r o a d  
c a t e g o r i e s  o f  w o r k  c o n t e n t  w e r e  i n i t i a l l y  i d e n t i f i e d  -  
' c o n c e r n e d  w i t h  o v e r a l l  p e r f o r m a n c e ,  m a n a g i n g  g e n e r a l  w o r k  
p r o c e s s ,  m a i n t a i n i n g  s e r v i c e / p r o d u c t  q u a l i t y ,  c u s t o m e r  
m a n a g e m e n t ,  v e n d o r / s u p p l i e r  m a n a g e m e n t ,  s t a f f  m a n a g e m e n t ,  
i n f o r m a t i o n  m a n a g e m e n t ,  f i n a n c i a l  m a n a g e m e n t ,  p r e m i s e s  
m a n a g e m e n t ,  m a t e r i a l  m a n a g e m e n t  a n d  s e l f  m a n a g e m e n t .
T h e  j u d g e m e n t  m a d e  b y  t h e  r e s e a r c h e r  w a s  s u b m i t t e d  f o r  
i n d e p e n d e n t ,  a u t o n o m o u s  j u d g e m e n t  b y  t h e  s u p e r v i s o r .  
D i s c u s s i o n  w a s  h e l d  b e t w e e n  t h e  r e s e a r c h e r  a n d  t h e  
s u p e r v i s o r  i n  f i n a l i s i n g  t h e  c a t e g o r i s a t i o n  a r e a s  o f  w o r k  
c o n t e n t  a n d  t h e  c o r r e c t  l o c a t i o n  o f  a g g r e g a t e d  e x p e c t a t i o n s  
i n  t h e s e  c a t e g o r i e s .  T h e  r e s u l t  o f  t h e  n e w  d i s c u s s i o n  w a s  
t h e  a d d i t i o n  o f  t w o  n e w  b r o a d  c a t e g o r i e s  o f  w o r k  c o n t e n t  
( i . e .  o t h e r  e x t e r n a l  l i a i s o n  a n d  e q u i p m e n t  m a n a g e m e n t )  a n d  
t h e  r e o r d e r i n g  o f  s o m e  e l e m e n t s  o f  e x p e c t a t i o n s  i n  c e r t a i n  
c a t e g o r i e s .
A s  w e l l  a s  b e i n g  c l a s s i f i e d  i n t o  g e n e r a l  a r e a s  o f  w o r k  
c o n t e n t ,  t h e  r o l e  e x p e c t a t i o n s  w e r e  a l s o  d i v i d e d  i n t o  t h o s e  
r e l a t i n g  t o  ' a d m i n i s t r a t i o n '  ( i . e .  r e l a t i n g  t o  t h e  p r e s e n t
3 . 6 . 2  I n - d e p t h  i n t e r v i e w s
a n d  t h e  k n o w n )  a n d  t h o s e  r e l a t i n g  t o  ' d e v e l o p m e n t '  ( i . e .  
r e l a t i n g  t o  t h e  f u t u r e  a n d  t h e  u n k n o w n )  . T h i r t e e n  g e n e r a l  
a r e a s  o f  w o r k  c o n t e n t  w e r e  t h u s  i d e n t i f i e d .  B y
d i f f e r e n t i a t i n g  t h e m  f u r t h e r  i n t o  ' a d m i n i s t r a t i o n '  a n d  
' d e v e l o p m e n t ' ,  a  t o t a l  o f  t w e n t y  a r e a s  o f  e x p e c t e d  w o r k  
c o n t e n t  w e r e  i d e n t i f i e d .
F i n a l l y ,  t h e  t o t a l  r o l e  s e t s  o f  e a c h  m a n a g e r  w e r e  c o l l a p s e d  
i n t o  t h r e e  s e g m e n t s  -  s u p e r i o r  o r  ' a b o v e ' , s u b o r d i n a t e s  o r  
' b e l o w '  a n d  s e l f .  t T h i s  c l a s s i f i c a t i o n  w a s  u s e d  i n  
a n a l y s i n g  t h e  d e g r e e  o f  c o n g r u e n c e  b e t w e e n  t h e  e x p e c t e d  a n d  
a c t u a l  w o r k  c o n t e n t  o f  t h e  m a n a g e r s .
T h e  l e n g t h  o f  t h e  o v e r d r a w n  s p o k e s  o n  t h e  m a n a g e r i a l  w h e e l s  
u s e d  a s  m e a s u r e m e n t  o f  t h e  w e i g h t  o f  e a c h  r o l e  e x p e c t a t i o n s  
s i n c e  m o s t  r e s p o n d e n t s  p r e f e r r e d  t o  e x p r e s s  t h e i r  
e x p e c t a t i o n s  i n  t e r m s  o f  f i n e r  t h a n  d e f i n i t e  s t r e n g t h  o f  
t h e  r o l e  d e m a n d s .  T h e  s c o r i n g  s y s t e m  e m p l o y e d  r a n g e d  f r o m  
z e r o  t o  n i n e .  N i n e  w a s  t h e  m a x i m u m  p o i n t ,  i . e .  w h e n  t h e  
r e s p o n d e n t  o v e r d r e w  t h e  s p o k e  t o  t h e  c e n t r e  o f  t h e  w h e e l .  
T h e  s t r e n g t h  o f  e a c h  r o l e  e x p e c t a t i o n s  w a s  t h e n  d e r i v e d  b y  
s u m m i n g  t h e  s c o r e s  o f  t h a t  r o l e  e x p e c t a t i o n s  f r o m  e v e r y  
r o l e  s e t  s e g m e n t  a n d  d i v i d i n g  b y  t h e  n u m b e r  o f  s e g m e n t s  
( t h r e e  i n  a l l  c a s e s  o f  t h e  e l e v e n  m a n a g e r s )  . T h e  t o t a l  
w e i g h t  o f  e a c h  o f  t h e  a r e a s  o f  w o r k  c o n t e n t  w a s  d e r i v e d  b y  
s u m m i n g  t h e  m e a n  w e i g h t s  o f  a l l  t h e  c o m p o n e n t s  r o l e  
e x p e c t a t i o n s  w i t h i n  i t .
F o l l o w i n g  H a l e s  ( 1 9 8 7 ) ,  e a c h  r o l e  e x p e c t a t i o n  s c o r e ,  
r e g a r d l e s s  o f  w h e t h e r  i t  o r i g i n a t e d  f r o m  t h e  s u p e r i o r ,  
s u b o r d i n a t e s  o r  s e l f ,  w a s  g i v e n  e q u a l  w e i g h t i n g .  A l t h o u g h  
i t  a p p e a r e d  u n r e a l i s t i c  t o  g i v e  e q u a l  s c o r i n g  t o  e a c h  
e x p e c t a t i o n ,  t h e  r e s e a r c h  w a s  m o r e  c o n c e r n e d  w i t h  
u n d e r s t a n d i n g  t h e  l i n k a g e  b e t w e e n  s t r u c t u r e  a n d  m a n a g e r i a l  
w o r k  t h a n  i n  d e v e l o p i n g  t o o l s  t o  m e a s u r e  t h e  r e l a t i v e  p o w e r  
o f  d i f f e r e n t  r o l e  s e g m e n t s .  I n  a d d i t i o n ,  t h e  s t u d y  w a s  
m o r e  c o n c e r n e d  w i t h  t h e  r e l a t i v e  i m p o r t a n c e  a t t a c h e d  t o
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e a c h  r o l e  e x p e c t a t i o n .  A  s u m m a r y  o f  t h e s e  r e s u l t s  c a n  b e  
s e e n  i n  C h a p t e r  F i v e .
T h e  e l e v e n  m a n a g e r s  s t u d i e d  w e r e  g r o u p e d  i n t o  f o u r  t y p e s  o f  
j o b s :  ( 1 )  L i n e  M a n a g e r s  ( L M ) ; ( 2 )  P e r s o n n e l  M a n a g e r s  ( P E R ) ;
( 3 )  S p e c i a l i s t s  ( S P )  a n d  ( 4 )  M u l t i - F u n c t i o n  M a n a g e r s  ( M L F ) , 
b a s e d  o n  t h e i r  m a i n  t a s k s  a n d  r e s p o n s i b i l i t i e s .  E a c h  j o b  
t y p e  w a s  i n i t i a l l y  a n a l y s e d  i n  t e r m s  o f  t h e  i m p o r t a n c e  
a t t a c h e d  t o  d i f f e r e n t  a r e a s  o f  e x p e c t a t i o n s .  T h e  s t r e n g t h  
a t t a c h e d  t o  a  p a r t i c u l a r  e x p e c t a t i o n  w a s  u s e d  a s  a  
s u r r o g a t e  f o r  i m p o r t a n c e  a t t a c h e d  t o  t h a t  e x p e c t a t i o n .  A  
g r a d i n g  s y s t e m  w a s  t h e n  e m p l o y e d  f o r  d e s c r i b i n g  t h e  
i m p o r t a n c e  o f  e a c h  e x p e c t a t i o n  i n  r e l a t i o n  t o  o t h e r  t y p e s  
o f  j o b s .  T h e  f i n d i n g s  o b t a i n e d  h e r e  w e r e  u s e d  t o  g e n e r a t e  
h y p o t h e s e s  d e s c r i b i n g  e a c h  t y p e  o f  j o b  i r r e s p e c t i v e  o f  
f o r m s  o f  o r g a n i s a t i o n .
T h e s e  h y p o t h e s e s  w e r e  t h e n  t e s t e d  b y  c o m p a r i n g  m a n a g e r s  
p e r f o r m i n g  b r o a d l y  s i m i l a r  j o b s  i n  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n s .  P a t t e r n s  o f  g e n e r a l  e x p e c t a t i o n s  a b o u t  h o w  
m a n a g e r s  i n  a  p a r t i c u l a r  f o r m  o f  o r g a n i s a t i o n  s h o u l d  b e h a v e  
a n d  s p e c i f i c  e x p e c t a t i o n s  o f  w h a t  s o m e o n e  i n  a  p a r t i c u l a r  
j o b  i n  a  p a r t i c u l a r  f o r m  o f  o r g a n i s a t i o n  s h o u l d  d o  w e r e  
d e r i v e d  i n  t h i s  a n a l y s i s .
3.6.3 Structured observation
D a t a  g a t h e r e d  f r o m  t h e  s t r u c t u r e d  o b s e r v a t i o n  w e r e  a n a l y s e d  
i n  t e r m s  o f  t h e i r  c o n t e n t  a n d  f o r m ,  i n  t h r e e  m a i n  w a y s :  ( 1 )
t h e  d i s t r i b u t i o n  o f  t i m e  b e t w e e n  w o r k  a c t i v i t i e s ,  ( 2 )  t h e  
f o r m  o f  a c t i v i t i e s ,  a n d  ( 3 )  t h e  d e g r e e  o f  c o n g r u e n c e  
b e t w e e n  e x p e c t e d  a n d  a c t u a l  w o r k  p e r f o r m a n c e .  T h e  l a s t  o f  
t h e s e  a i m e d  a t  e x a m i n i n g  t h e  d e g r e e  t o  w h i c h  m a n a g e r s  
a c k n o w l e d g e d  t h e  e x p e c t a t i o n s  o n  t h e m  a n d  t h e  e x t e n t  o f  
a c t i v i t i e s  w h i c h  w e r e  p e r f o r m e d  b u t  n o t  e x p e c t e d  o f  t h e m .
T h e  p e r c e n t a g e  o f  t i m e  s p e n t  w a s  t a k e n  a s  a  c r u d e  s u r r o g a t e
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o f  t h e  i m p o r t a n c e  w h i c h  t h e  m a n a g e r s  g a v e  t o  a  p a r t i c u l a r  
a c t i v i t y ,  f o l l o w i n g  t h e  c o m m o n  p r a c t i c e  o f  s t u d i e s  i n  
m a n a g e r i a l  w o r k  ( s u c h  a s  H a l e s ,  1 9 8 7 ;  L u t h a n s ,  e t  a l . ,  
1 9 8 8 ;  M i n t z b e r g ,  1 9 7 3 ) .  C l e a r l y ,  t h e r e  a r e  l i m i t a t i o n s  t o  
t h i s :  s o m e  a c t i v i t i e s  d o  n o t  t a k e  a  h i g h  p r o p o r t i o n  o f  t h e  
m a n a g e r ' s  t i m e  b u t  a r e  s i g n i f i c a n t  i n  c o m p l e t i n g  h i s / h e r  
t a s k  a n d  v i c e  v e r s a .  H o w e v e r ,  t o  d a t e ,  a  d e v i c e  h a s  y e t  t o  
b e  d e v e l o p e d  t o  m e a s u r e  t h e  i m p o r t a n c e  a t t a c h e d  b y  a  
m a n a g e r  t o  a  p a r t i c u l a r  a c t i v i t y .  T h e r e f o r e ,  a n a l y s i s  o f  
d a t a  i n  t h i s  s t u d y  w a s  g u i d e d  m o r e  b y  w h a t  i s  p r a c t i c a b l e  
t h a n  b y  w h a t  w a s  a c a d e m i c a l l y  p r e f e r a b l e .
A c t i v i t i e s  o f  t h e  m a n a g e r s  w e r e  d e r i v e d  f r o m  t h e  c h r o n o l o g y  
r e c o r d ,  c r o s s - r e f e r e n c e d  w i t h  t h e  c o n t a c t  a n d  d o c u m e n t  
r e c o r d s .  T h e  ' c h r o n o l o g y '  f o r m  w a s  a n a l y s e d  i n  t e r m s  o f  
t i m e  d i s t r i b u t i o n  b e t w e e n  a c t i v i t i e s  a n d  t y p e  o f  a c t i v i t y  
i n v o l v e d ,  i . e .  e i t h e r  i n v o l v i n g  i n t e r a c t i v e  o r  p a p e r w o r k  
a c t i v i t i e s .  T h e  d u r a t i o n  o f  t i m e  s p e n t  o n  a  p a r t i c u l a r  
a c t i v i t y  w a s  c a l c u l a t e d  b y  s u b t r a c t i n g  t h e  t i m e  a t  w h i c h  
t h e  a c t i v i t y  e n d e d  f r o m  w h e n  i t  b e g a n .  T h e  ' c o n t a c t '  f o r m  
t h e n  p r o v i d e d  t h e  c o n t e n t  o r  p u r p o s e  o f  t h e  i n t e r a c t i v e  
a c t i v i t i e s .  B e s i d e s  i n d i c a t i n g  t h e  p u r p o s e ,  t h i s  a l s o  
s h o w e d  w h e n  t h e  m a n a g e r s  i n t e r a c t e d ,  w i t h  w h o m  a n d  w h e r e .  
M e a n w h i l e ,  t h e  ' p a p e r w o r k '  f o r m  p r o v i d e d  d a t a  c o n c e r n i n g  
t h e  t y p e  o f  d o c u m e n t  a n d ,  a g a i n  c r u c i a l l y ,  t h e  p u r p o s e  o f  
t h e  d o c u m e n t .  I n  a l l  f o r m s ,  t h e  n a t u r e  a n d  p u r p o s e  o f  e a c h  
a c t i v i t y  w a s  r e c o r d e d  a s  d e s c r i b e d  b y  t h e  m a n a g e r s  
t h e m s e l v e s .  T h i s  w a s  m a d e  p o s s i b l e  b y  a n  a c t i v e  t y p e  o f  
o b s e r v a t i o n  w h e r e ,  a f t e r  e a c h  a c t i v i t y ,  e a c h  m a n a g e r  w a s  
a s k e d  t o  c l a r i f y  t h e  b a c k g r o u n d  t o ,  o r  p u r p o s e  o f  t h e  
o b s e r v e d  b e h a v i o u r .
B a s e d  o n  t h i s  a n a l y s i s ,  i t  w a s  a p p a r e n t  t h a t  e v e n  t h o u g h  
m a n a g e r i a l  w o r k  w a s  o b s e r v e d  t o  b e  e c l e c t i c  -  c o m m u t i n g  
b e t w e e n  a c t i v i t i e s  -  t h e r e  w e r e  c o n t i n u i t i e s  u n d e r l y i n g  
m a n a g e r i a l  p r a c t i c e s . T h i s  w a s  e v i d e n c e d  i n  t h e  p a t t e r n i n g  
s h o w n  i n  t h e i r  i n t e r a c t i o n s  a n d  t h e i r  r e l a t i o n s h i p  w i t h
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o t h e r  m e m b e r s  o f  t h e i r  o r g a n i s a t i o n .  H a d  t h e  o b s e r v a t i o n  
b e e n  c o n c e r n e d  w i t h  t i m e  s p e n t  a m o n g  a c t i v i t i e s ,  a n d  t h e  
p u r p o s e  n e g l e c t e d ,  t h e  c o n t i n u i t y  i n v o l v e d  i n  t h e i r  w o r k  
w o u l d  n o t  h a v e  b e e n  i d e n t i f i e d .
F u r t h e r ,  t h e  a n a l y s i s  a l s o  p r o j e c t e d  a  p i c t u r e  o f  
m a n a g e r i a l  j o b s  a s  m u l t i - s t r a n d e d  ( M a r p l e s ,  1 9 6 7 )  a n d  
m u l t i - l a y e r e d  ( H a l e s ,  1 9 8 7 ) .  S i n g l e  a c t i v i t i e s  w e r e
r e l a t e d  n o t  t o  o n e ,  b u t  t o  d i f f e r e n t  t a s k s  a n d  g e n e r a l  
i s s u e s  w e r e  s h o w n  t o  b e  t h e  o u t c o m e  o f  s e r i e s  o f  a c t i o n s .  
T h e s e ,  h o w e v e r ,  p o s e d  d i f f i c u l t i e s  i n  c a t e g o r i s i n g  
m a n a g e r i a l  a c t i v i t i e s  i n t o  w o r k  c o n t e n t .  T h e  f o r m e r  l e d  t o  
t h e  t o t a l  p e r c e n t a g e s  o f  t i m e  a l l o c a t e d  t o  d i f f e r e n t
a c t i v i t i e s  b y  t h e  m a n a g e r s  t o  e x c e e d  1 0 0 %  w h i l s t  t h e  
l a t t e r ,  c o u p l e d  w i t h  t h e  b r o a d  s c o p e  o f  m o s t  o f  t h e
a g g r e g a t e d  d e m a n d s ,  l e d  t o  s o m e  a c t i v i t i e s  f a i l i n g  t o  b e  s o  
i n t e r p r e t e d .
T h e  f o r m  o f  m a n a g e r i a l  w o r k  w a s  a n a l y s e d  i n  t e r m s  o f  t i m e  
s p e n t  i n t e r a c t i n g  w i t h  p e o p l e  ( ' p e o p l e  w o r k ' ) , d e a l i n g  w i t h  
d o c u m e n t s  ( ' p a p e r w o r k ' )  a n d  i n v o l v i n g  p h y s i c a l  a c t i o n s  
( ' p h y s i c a l  w o r k ' )  . T h e  d i f f i c u l t y  i n v o l v e d  h e r e  w a s  i n  
a l l o c a t i n g  t h e  a m o u n t  o f  t i m e  s p e n t  o n  a  p a r t i c u l a r
a c t i v i t y  w h e n  m u l t i p l e  a c t i v i t i e s  w e r e  o b s e r v e d  t o  h a p p e n  
a t  t h e  s a m e  t i m e .  F o r  i n s t a n c e ,  w h i l e  d o i n g  s o m e
p a p e r w o r k ,  t h e  m a n a g e r  m a y  a l s o  h a v e  b e e n  i n t e r a c t i n g  w i t h  
h i s  s u b o r d i n a t e s .  T h i s  a f f e c t e d  t h e  t o t a l  a m o u n t  o f  t i m e  
s p e n t  b y  t h e  m a n a g e r s  i n  a  p a r t i c u l a r  d a y .  A n o t h e r  p r o b l e m  
e n c o u n t e r e d  w a s  i n  c l a s s i f y i n g  t h e  a c t  o f  r e p l y i n g  t o  
c o r r e s p o n d e n c e  u s i n g  e l e c t r o n i c  m a i l .  T h e r e  w a s  n o  p a p e r  
i n v o l v e d  a n d  t h u s ,  t h i s  a c t i v i t y  w a s  n o t ,  s t r i c t l y ,  
' p a p e r w o r k '  a s  d e f i n e d  i n  t h e  s t u d y .  H o w e v e r ,  t h e  
r e s e a r c h e r  i n c l u d e d  t h i s  a c t i v i t y  a s  p a r t  o f  t h e  p a p e r w o r k  
a c t i v i t y  s i n c e  c o p i e s  o f  l e t t e r s  s e n t  w e r e  p r i n t e d  f o r  
r e c o r d  p u r p o s e s .
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T h i s  c h a p t e r  h a s  d e s c r i b e d  t h e  p r o c e s s  o f  o b t a i n i n g  d a t a  
f o r  t h e  p u r p o s e  o f  p r o v i d i n g  a n s w e r s  t o  t h e  p r o b l e m s  p o s e d  
a t  t h e  o u t s e t .  I t  h a s  e x p l a i n e d  t h e  t y p e  o f  d a t a  r e q u i r e d ,  
t h e  r e s e a r c h  a p p r o a c h  a d o p t e d ,  t h e  s t r a t e g y  u s e d ,  s a m p l i n g  
i s s u e s  a n d  t e c h n i q u e s  f o r  c o l l e c t i n g  a n d  a n a l y s i n g  d a t a .
I t  h a s  a l s o  d i s c u s s e d  t h e  p r o b l e m s  a n d  d i f f i c u l t i e s  
e n c o u n t e r e d  a t  v a r i o u s  s t a g e s  o f  t h e  p r o c e s s .  I n  t h e  l i g h t  
o f  t h e  l i m i t a t i o n s  h i g h l i g h t e d ,  t h e  f i n d i n g s  o f  t h e  s t u d y  
s h o u l d  b e  t r e a t e d  w i t h  c u s t o m a r y  c a u t i o n .  T h e  n e x t  t h r e e  
c h a p t e r s  r e p o r t  t h e  r e s e a r c h  f i n d i n g s  b a s e d  o n  e x a m i n a t i o n  
o f  f o r m s  o f  o r g a n i s a t i o n ,  m a n a g e r i a l  w o r k  a s  d e f i n e d  b y  
o t h e r s  a n d  m a n a g e r i a l  w o r k  a s  p r a c t i s e d .
3 . 7  C O N C LU S IO N
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4.0 FORMS OF ORGANISATION
T h i s  c h a p t e r  s e t s  t h e  s c e n e  f o r  e x p l a i n i n g  v a r i a t i o n s  i n  
m a n a g e r i a l  w o r k  a s  b e i n g  c o n t i n g e n t  o n  f o r m s  o f
o r g a n i s a t i o n s .  C o n t e x t u a l  f e a t u r e s  o f  a n  o r g a n i s a t i o n  a r e  
e x a m i n e d  f r o m  v a r i o u s  a s p e c t s ,  i n c l u d i n g  h i s t o r y ,  
o w n e r s h i p ,  s i z e ,  g o a l s  a n d  a c t i v i t i e s ,  t e c h n o l o g y ,
l o c a t i o n ,  e n v i r o n m e n t  a n d  e m p l o y e e s  w h i l s t  t h e  s t r u c t u r a l  
d i m e n s i o n s  a r e  e x a m i n e d  u s i n g  H a l e s ' s  ( 1 9 8 9 )  ' m a n a g i n g  
t h r o u g h  o r g a n i s a t i o n '  ( M T O )  f r a m e w o r k .
T h e  c h a p t e r  s t a r t s  o f f  w i t h  a  d e t a i l e d  d e s c r i p t i o n  o f  t h e  
c o n t e x t u a l  a n d  s t r u c t u r a l  f e a t u r e s  o f  t h e  f o u r
p a r t i c i p a t i n g  o r g a n i s a t i o n s . T o  e n s u r e  a n o n y m i t y  o f  t h e  
p a r t i c i p a t i n g  o r g a n i s a t i o n s ,  t h e y  a r e  k n o w n  a s  C o m p a n y  A ,  
B ,  C  a n d  D .  E a c h  o r g a n i s a t i o n  i s  e x a m i n e d  s e p a r a t e l y ,  w i t h  
p r i m a r y  e m p h a s i s  o n  t h e i r  i n t e r n a l  c h a r a c t e r i s t i c s .  T h e  
c h a p t e r  c o n c l u d e s  w i t h  a  s u m m a r y  o f  t h e  k e y  s i m i l a r i t i e s  
a n d  d i f f e r e n c e s  b e t w e e n  t h e  o r g a n i s a t i o n s ,  ' *
4.1 COMPANY A
C o m p a n y  A  w a s  a n  o f f s h o r e  m a n u f a c t u r i n g  b a s e  o f  a  T a i w a n e s e  
s e m i c o n d u c t o r  p a c k a g i n g  c o m p a n y .  I n  f a c t ,  i t  w a s  t h e  f i r s t '  
s u b s i d i a r y  l o c a t e d  o v e r s e a s  s i n c e  t h e  p a r e n t  c o m p a n y  w a s  
f o u n d e d  i n  1 9 6 6 .  R e c e n t l y ,  t h e  p a r e n t  c o m p a n y  h a d  c h a n g e d  
f r o m  a  p r i v a t e  t o  a  p u b l i c  l i s t e d  c o m p a n y  w i t h  t h e  f o u n d e r  
s t i l l  h o l d i n g  a  m a j o r i t y  s h a r e  i n  i t .
S e t - u p  a s  a  m a n u f a c t u r i n g  p l a n t ,  c o m p a n y  A  w a s  g i v e n  f u l l  
a u t o n o m y  o v e r  t h e  o v e r a l l  m a n a g e m e n t  o f  t h e  c o m p a n y  i n  
r e l a t i o n  t o  i t s  m a n u f a c t u r i n g  a c t i v i t i e s ,  o n  b o t h  
s t r a t e g i c -  a n d  o p e r a t i o n a l - r e l a t e d  i s s u e s .  H o w e v e r ,  i t
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r e l i e d  o n  t h e  p a r e n t  c o m p a n y  f o r  f i n a n c i a l  a s s i s t a n c e  a n d  
o n  a  s i s t e r  c o m p a n y  f o r  c u s t o m e r s .
A t  t h e  t i m e  t h e  s t u d y  w a s  c o n d u c t e d ,  t h e  c o m p a n y  h a d  8 7 0  
e m p l o y e e s ,  o f  w h i c h  2 0 0  w e r e  e n g i n e e r s  a n d  t e c h n i c i a n s ,  a n  
i n c r e a s e  f r o m  o n l y  2 0 0  p e o p l e  w h e n  i t  w a s  s e t  u p  i n  1 9 9 1 .  
T h e  p a r e n t  c o m p a n y  h a d  a b o u t  1 4 0 0  p e o p l e  o f  w h o m  3 0 0  w e r e  
e n g i n e e r s  a n d  t e c h n i c i a n s .
T h e  c o m p a n y ' s  m i s s i o n  w a s  t o  b e  a  w o r l d  c l a s s  q u a l i t y  
s e m i c o n d u c t o r  m a n u f a c t u r i n g  c o m p a n y  c o m m i t t e d  t o  t h e  w o r l d  
c l a s s  o f  q u a l i t y  a s s e m b l y  o r  t e s t  f a c i l i t i e s  a n d  t o  a c h i e v e  
p r o d u c t  e x c e l l e n c e  a n d  t o t a l  c u s t o m e r  s a t i s f a c t i o n .  
C o m p a n y  A ' s  d e d i c a t i o n  t o  q u a l i t y  h a d  b e e n  e s t a b l i s h e d  w h e n  
w i t h i n  o n e  y e a r  o f  e s t a b l i s h m e n t  i t  h a d  b e e n  a c c r e d i t e d  
w i t h  I S O  9 0 0 2  c e r t i f i c a t e 1 .
T h e  c o m p a n y ' s  m a i n  a c t i v i t i e s  w e r e  i n  p r o d u c i n g  
s e m i c o n d u c t o r  d e v i c e s  s u b c o n t r a c t e d  b y  t h e  p a r e n t  c o m p a n y  
f r o m  v a r i o u s  s e m i c o n d u c t o r  c o m p a n i e s ,  f o c u s i n g  o n  c u s t o m e r  
s e r v i c e s  a n d  p a c k a g i n g  s e m i c o n d u c t o r  i t e m s . T h e  p l a n t  w a s  
e q u i p p e d  w i t h  s t a t e  o f  t h e  a r t  t e c h n o l o g y  t h a t  w a s  f u l l y  
a u t o m a t e d  b u t ,  a t  t h e  s a m e  t i m e ,  l a b o u r  i n t e n s i v e .  
M a c h i n e s  w e r e  d e d i c a t e d  t o  p e r f o r m i n g  a  s i n g l e  p u r p o s e ,  
l o c a t e d  i n  a  s e q u e n c e  o f  o p e r a t i o n s .  G o o d s  w e r e  
m a n u f a c t u r e d  i n  l a r g e  b a t c h e s ,  p r o d u c e d  a c c o r d i n g  t o  
s p e c i f i c  r e q u i r e m e n t s  o f  t h e  c u s t o m e r s .
T h e  c o m p a n y  w a s  b u i l t  i n  a  d e s i g n a t e d  i n d u s t r i a l  a r e a  i n  
M a l a y s i a  a n d  e n j o y e d  t a x  f r e e d o m  f o r  g o o d s  e x p o r t e d  b u t  a t  
t h e  s a m e  t i m e  h a d  t o  a b i d e  b y  t h e  M a l a y s i a n  g o v e r n m e n t  
p o l i c i e s  a n d  r e g u l a t i o n s  r e l a t i n g  t o  f o r e i g n  i n v e s t m e n t .
A s  i t  w a s  i n  t h e  s u b c o n t r a c t i n g  b u s i n e s s ,  C o m p a n y  A  w a s
9 0
^■ISO c e r t i f i c a t i o n  m e a n s  c o m p l i a n c e  t o  m i n i m u m  q u a l i t y  
a s s u r a n c e  s t a n d a r d s  i n  d e s i g n  a n d  m a n u f a c t u r i n g  s e t  b y  t h e  
I n t e r n a t i o n a l  S t a n d a r d s  O r g a n i s a t i o n .
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h i g h l y  d e p e n d e n t  o n  m a r k e t  d e m a n d s .  C u s t o m e r s '
s a t i s f a c t i o n  w a s  t h e  p r i m e  m o v e r  o f  t h e  w h o l e  o p e r a t i o n  a n d  
i t s  o p e r a t i o n  w a s  g e a r e d  t o w a r d s  a c h i e v i n g  c u s t o m e r s '  
c o n f i d e n c e  a n d  r e s p e c t .  A s  a  s t r a t e g y  t o  r e d u c e  s t o r a g e  
c o s t s  a n d  m i n i m i s e  r i s k  d u e  t o  d e l a y  i n  d e l i v e r y ,  C o m p a n y  
A  p r e f e r r e d  t o  d o  b u s i n e s s  w i t h  l o c a l  s u p p l i e r s  a n d  t h i s  
a l s o  e n a b l e d  i t  t o  p r a c t i c e  J I T  i n v e n t o r y  s y s t e m .  
C o n t i n u o u s  i n s p e c t i o n  o f  t h e  i n p u t s  p r o v i d e d  b y  t h e  v e n d o r s  
w a s  c o n d u c t e d  b y  t h e  q u a l i t y  a s s u r a n c e  p e r s o n n e l .
A s  m o s t  o f  i t s  c u s t o m e r s  w e r e  o v e r s e a s  c o m p a n i e s ,  a n d  t o  
k e e p  t o  i t s  p r o m i s e  t o  d e l i v e r  g o o d s  o n  t i m e ,  C o m p a n y  A  h a d  
t o  l i a i s e  w i t h  t r a d i n g  a g e n t s  a n d  g o v e r n m e n t  a g e n c i e s ,  s u c h  
a s  t h e   ^ c u s t o m s  d e p a r t m e n t .  A  d e l a y  d u e  t o  i n c o m p l e t e  
f u l f i l m e n t  o f  t h e  t r a d e  a n d  c u s t o m  r e q u i r e m e n t s  w i l l  r e s u l t  
i n  a  d e l a y  i n  d e l i v e r y  a n d  t h e  c o m p a n y  m i g h t  i n c u r  e x t r a  
c o s t s  i n  m o n e t a r y  ( i f  i t  h a s  t o  s e n d  b y  a i r  i n s t e a d  o f  b y  
s e a )  a n d  a s  n o n - m o n e t a r y  ( t h e  i m a g e  o f  a  h i g h l y  r e l i a b l e  
s u b c o n t r a c t o r )  v a l u e s .
B e i n g  l a b o u r  i n t e n s i v e ,  C o m p a n y  A  w a s  v e r y  d e p e n d e n t  o n  t h e  
l a b o u r  m a r k e t ;  e s p e c i a l l y  f o r  e n g i n e e r s  a n d  b l u e - c o l l a r  
w o r k e r s .  T h e  c o m p a n y ' s  i m a g e  a n d  p e r f o r m a n c e  r e l i e d  
h e a v i l y  o n  t h e  t e c h n i c a l  e x p e r t i s e  o f  i t s  e n g i n e e r s  a n d  t h e  
a v a i l a b i l i t y  o f  s e m i - s k i l l e d  a n d  t e c h n i c a l l y  q u a l i f i e d  
m a n p o w e r  t o  h a n d l e  t h e  p r o d u c t i o n  w o r k f l o w .  O n  t h e  o t h e r  
h a n d ,  a s  l a b o u r  u n i o n s  w e r e  n o t  a l l o w e d  i n  e l e c t r o n i c s  
c o m p a n i e s  b y  t h e  M a l a y s i a n  g o v e r n m e n t ,  t h e  c o m p a n y  w a s  f r e e  
f r o m  u n i o n  p r o b l e m s .
I n  s u m ,  C o m p a n y  A  w a s  a  n e w l y  e s t a b l i s h e d  c o m p a n y ,  w h o l l y -  
o w n e d  b y  a  f o r e i g n  o r g a n i s a t i o n ,  p r o d u c i n g  s e m i c o n d u c t o r  
g o o d s  f o r  e x p o r t  m a r k e t  o n  a  s u b c o n t r a c t  b a s i s .  I t  h a d  
f u l l  a u t o n o m y  o v e r  m a n u f a c t u r i n g  o p e r a t i o n s  b u t  w a s  n o t  
f i n a n c i a l l y  i n d e p e n d e n t .  F u r t h e r ,  m a r k e t i n g  w a s  n o t  p a r t  
o f  i t s  r e s p o n s i b i l i t y .  I n  t h e  e x t e r n a l  e n v i r o n m e n t ,  i t  
d e p e n d e d  h e a v i l y  o n  t h e  l a b o u r  m a r k e t  f o r  t h e  s u p p l y  o f
l a b o u r ,  p a r t i c u l a r l y  e n g i n e e r s  a n d  t e c h n i c i a n s .
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T h e  n e x t  s e c t i o n  w i l l  e x a m i n e  h o w  C o m p a n y  A  a p p r o a c h e d  t h e  
m a n a g e m e n t  o f  w o r k  p r o c e s s ,  a n a l y s e d  i n  t e r m s  o f  t h e  
d i m e n s i o n s  s e t  o u t  i n  H a l e s  ( 1 9 8 9 ) .
4.1.1 Structural Dimensions
I n  H a l e s ' s  f r a m e w o r k ,  a s  i n d i c a t e d  i n  C h a p t e r  T w o ,  t h e r e  
a r e  t h r e e  m a i n  a s p e c t s  w h i c h  i s  o f  s p e c i a l  i n t e r e s t  i n  t h e  
a n a l y s i s  o f  t h e  s t r u c t u r a l  c o m p o n e n t s  o f  e a c h  o r g a n i s a t i o n :  
( 1 )  ' t a s k  s y s t e m ' ,  ( 2 )  ' m o t i v a t i o n  s y s t e m '  a n d  ( 3 )  ' c o n t r o l  
s y s t e m ' . T h e s e  t h r e e  s y s t e m s  r e p r e s e n t  d i f f e r e n t  w a y s  i n  
w h i c h  o r g a n i s a t i o n s  a d m i n i s t e r  t h e  w o r k  p r o c e s s  o f  
p l a n n i n g / d e c i s i o n - m a k i n g ,  a l l o c a t i n g ,  m o t i v a t i n g ,  
c o o r d i n a t i n g  a n d  c o n t r o l l i n g  w o r k  o n  a  l a r g e  s c a l e .  T h e  
f o l l o w i n g  s e c t i o n s  a n a l y s e  e a c h  s y s t e m  i n  d e t a i l .
4.1.1a 'Task System'
T h e  h i e r a r c h i c a l  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n  m a y  b e  
c o n s i d e r e d  t a l l .  A t  t h e  t o p ,  w a s  t h e  G r o u p  P r e s i d e n t  w h o  
s u p e r v i s e d  a n d  c o o r d i n a t e d  a c t i v i t i e s  o f  a l l  t h e  
s u b s i d i a r i e s ,  a n d  w a s  a n s w e r a b l e  t o  t h e  C h a i r m a n  o r  f o u n d e r  
o f  t h e  p r i n c i p a l  c o m p a n y .  B e l o w  t h e  P r e s i d e n t  w a s  t h e  
M a n a g i n g  D i r e c t o r  o f  C o m p a n y  A .  T o g e t h e r  w i t h  t h e  
P r e s i d e n t ,  t h e  M a n a g i n g  D i r e c t o r  m a d e  d e c i s i o n s  r e g a r d i n g  
t h e  c o m p a n y ' s  c o r p o r a t e  o b j e c t i v e s  b a s e d  o n  i n f o r m a t i o n  
s u p p l i e d  b y  t h e  h e a d s  o f  f u n c t i o n a l  u n i t s .  B a s e d  o n  
T e u l i n g ' s  ( 1 9 8 6 )  c o n c e p t  o f  l e v e l s  o f  m a n a g e m e n t ,  t h e  
P r e s i d e n t  a n d  t h e  M a n a g i n g  D i r e c t o r  m a y  b e  s a i d  t o  r e s i d e  
a t  t h e  s t r a t e g i c  m a n a g e m e n t  l e v e l  a s  t h e y  w e r e  g i v e n  t h e  
m a n d a t e  t o  d e t e r m i n e  i n v e s t m e n t  o f  d e s i g n a t e d  f i n a n c i a l  
r e s o u r c e s  t o  i n v e s t  i n  a  r a n g e  o f  a c t i v i t i e s  b a s e d ,  a t  t h e  
p r e s e n t  m o m e n t ,  o n  b u i l d i n g  c r e d i b i l i t y  i n  t h e  e y e s  o f  t h e  
c u s t o m e r s  i n  t e r m s  o f  q u a l i t y  a n d  s e r v i c e s  r e n d e r e d .
T h e r e  w e r e  t e n  h e a d s  o f  f u n c t i o n a l  u n i t s  i n  t h e  a r e a s  o f
o p e r a t i o n s  ( f r o n t - o f - l i n e  a n d  e n d - o f - l i n e  o p e r a t i o n s ) , 
f i n a n c e ,  s i t e  s e r v i c e s ,  h u m a n  r e s o u r c e s ,  c u s t o m e r  s e r v i c e s ,  
t r e a s u r y ,  p a c k a g e  a n d  t e c h n o l o g y ,  f a c i l i t i e s ,  m a n a g e m e n t  
i n f o r m a t i o n  a n d  q u a l i t y .  T h e r e  w e r e  t w o  m a n a g e r s  i n  c h a r g e  
o f  o p e r a t i o n s .  B e l o w  t h e  h e a d  o f  d e p a r t m e n t s  w e r e  t h e  
s e c t i o n  h e a d s ,  e x e c u t i v e  o f f i c e r s ,  e n g i n e e r s  a n d  
t e c h n i c i a n s .  T h e s e  p e o p l e  m a d e  u p  t h e  o p e r a t i o n a l  
m a n a g e m e n t  l e v e l  i n  c h a r g e  o f  d i r e c t i n g  a n d  c o o r d i n a t i n g  
t h e  a c t i v i t i e s  o f  d i r e c t  l a b o u r s .
A l t h o u g h  t h e r e  w e r e  e l e v e n  f u n c t i o n a l  a r e a ,  o n l y  t w o  c o u l d  
b e  c o n s i d e r e d  a s  p e r f o r m i n g  l i n e  f u n c t i o n s  -  i . e .  t h e  t w o  
O p e r a t i o n s  M a n a g e r s .  T w o  m a n a g e r s  w e r e  i n  c h a r g e  o f  
o p e r a t i o n a l  a c t i v i t i e s  b e c a u s e ,  r e c e n t l y ,  t h e  m a n u f a c t u r i n g  
p r o c e s s  h a d  b e e n  s p l i t  i n t o  t w o  w i t h  o n e  o f  t h e  m a n a g e r s  
h a n d l i n g  f r o n t - o f - l i n e  p r o c e s s  a n d  t h e  o t h e r  p e r f o r m i n g  
e n d - o f - l i n e  p r o c e s s .  T h e  r e m a i n d e r  w e r e  s u p p o r t i n g  u n i t s  
w h i c h  p r o v i d e d  t h e  n e c e s s a r y  s u p p o r t  t o  t h e  l i n e  f u n c t i o n s  
a n d  t h i s  i n c l u d e  t h e  T r e a s u r e r ,  P a c k a g e  a n d  T e c h n o l o g y ,  
Q u a l i t y  A s s u r a n c e ,  H u m a n  R e s o u r c e ,  F a c i l i t i e s ,  
A c c o u n t s / F i n a n c e ,  S i t e / S e r v i c e s ,  C u s t o m e r s  S e r v i c e s ,  
M a n a g e m e n t  I n f o r m a t i o n  S y s t e m  a n d  T e s t .
T h e  ' t a s k  s y s t e m ' ,  i n  H a l e s ' s  f r a m e w o r k ,  i n v o l v e s  t h e  
v e r t i c a l  a n d  h o r i z o n t a l  d i v i s i o n s  o f  l a b o u r .  T h e  f o r m e r  
r e l a t e s  t o  p l a n n i n g / d e c i s i o n  m a k i n g ,  a n d  t h e  l a t t e r  t o  t h e  
a l l o c a t i o n  o f  w o r k .
i .  P lan n in g / D ec is io n -m a k in g
T h e  m a n n e r  i n  w h i c h  o r g a n i s a t i o n  p l a n s  w o r k  a c t i v i t i e s  a n d  
t a k e s  d e c i s i o n s  a b o u t  i t s  p u r p o s e  a n d  c o n t e n t  s u b s u m e ,  
f i r s t l y ,  l o c a t i n g  t h e  r e s p o n s i b i l i t y  f o r  p l a n n i n g  a n d  
d e c i s i o n - m a k i n g  i n  p a r t i c u l a r  p o s i t i o n s  i n  t h e  o r g a n i s a t i o n  
a n d  s e c o n d l y ,  c r e a t i n g  c h a n n e l s  o f  c o m m u n i c a t i o n  f o r  
c o n v e y i n g  i n f o r m a t i o n .
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I n  s t a f f i n g ,  t h e  M a n a g i n g  D i r e c t o r  h a d  f i n a l  a u t h o r i t y  o v e r
9 4
t h e  n u m b e r  o f  n e w  r e c r u i t s  p r o p o s e d  b y  h e a d s  o f  d e p a r t m e n t . 
T h e  s e l e c t i o n  o f  n e w  s t a f f ,  h o w e v e r ,  w a s  t h e  r e s p o n s i b i l i t y  
o f  t h e  r e s p e c t i v e  h e a d s  o f  d e p a r t m e n t .  A d d i t i o n a l  r e q u e s t s  
f o r  n e w  s t a f f  b y  t h e  m a n a g e r s  w e r e  m a d e  t h r o u g h  t h e  H u m a n  
R e s o u r c e  M a n a g e r ,  i n s t e a d  o f  d i r e c t l y  t o  t h e  M a n a g i n g  
D i r e c t o r .  A g a i n ,  o n c e  a p p r o v a l  w a s  g r a n t e d ,  s e l e c t i o n  o f  
s t a f f  w e r e  w i t h i n  t h e  d i s c r e t i o n a r y  p o w e r  o f  t h e  m a n a g e r s .
S i m i l a r l y ,  w i t h  r e s p e c t  t o  p l a n s / d e c i s i o n s  r e l a t i n g  t o  t h e  
c r e a t i o n  o f  n e w  j o b s  a n d / o r  t h e  a l t e r a t i o n  o f  e x i s t i n g  w o r k  
t a s k s  a n d  r e s p o n s i b i l i t i e s ,  t h e  M a n a g i n g  D i r e c t o r  h a d  t h e  
f i n a l  s a y .  P r o m o t i o n  o f  s t a f f ,  a t  t h e  m a n a g e r i a l  l e v e l s ,  
w a s  m a d e  b y  t h e  M a n a g i n g  D i r e c t o r  u p o n  r e c e i v i n g  
r e c o m m e n d a t i o n s  f r o m  h e a d s  o f  d e p a r t m e n t .  H o w e v e r ,  
p r o m o t i o n  o f  d i r e c t  l a b o u r  e m p l o y e e s  w a s  w i t h i n  t h e  
a u t o n o m y  o f  t h e  H u m a n  R e s o u r c e  M a n a g e r .  C o n v e r s e l y ,  
d i s m i s s a l  o f  e m p l o y e e s ,  o f  w h a t e v e r  r a n k ,  w a s  w i t h i n  t h e  
d i s c r e t i o n  o f  t h e  M a n a g i n g  D i r e c t o r .
T r a i n i n g  i n  C o m p a n y  A  w a s  c e n t r a l i s e d  a n d  c o n d u c t e d  b y  t h e  
H u m a n  R e s o u r c e  D e p a r t m e n t .  A t  t h e  t i m e  o f  t h e  s t u d y ,  
t r a i n i n g  w a s  o n l y  g i v e n  t o  d i r e c t  l a b o u r  e m p l o y e e s  w h i l s t  
j u n i o r  m a n a g e r s  a t  t h e  o p e r a t i o n a l  l e v e l  r e c e i v e d  o n - t h e -  
j o b  t r a i n i n g .  T o p  m a n a g e m e n t  f e l t  t h a t  t h e y  c o u l d  n o t  s e n d  
t h e  l a t t e r  t o  o f f - s i t e  t r a i n i n g  w h i l s t  t h e  c o m p a n y  w a s  
s t i l l  n e w  a n d  e x p a n d i n g .
I n  t h e  a r e a  o f  b u d g e t i n g  a n d  e x p e n d i t u r e ,  h e a d s  o f  
d e p a r t m e n t  w e r e  r e q u i r e d  b y  o r g a n i s a t i o n a l  p o l i c y  t o  s u b m i t  
p r o p o s a l s  b e f o r e  t h e  e n d  o f  e a c h  y e a r .  I n  t h e  p r o p o s a l ,  
h e a d s  o f  d e p a r t m e n t  w e r e  r e q u i r e d  t o  s p e c i f y  r o u g h  
e s t i m a t e s  o f  t h e  a m o u n t  n e e d e d  a n d  i n d i c a t e  w h e r e  t h e  m o n e y  
w a s  t o  b e  s p e n t .  I n  d r a w i n g  u p  t h e  p r o p o s a l ,  h e a d s  o f  
d e p a r t m e n t  w e r e  r e q u i r e d  t o  l i a i s e  w i t h  t h e  T r e a s u r e r .  I f ,  
f o r  o n e  r e a s o n  o r  a n o t h e r ,  a  d e p a r t m e n t  h e a d  o v e r s p e n t  h i s  
b u d g e t  a n d  n e e d e d  a d d i t i o n a l  m o n e y ,  h e  h a d  t o  c o m p l e t e  a  
s p e c i a l  f o r m  w h i c h  w a s  t h e n  s e n t  t o  t h e  M a n a g i n g  D i r e c t o r
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P u r c h a s i n g  o f  r e q u i r e d  m a t e r i a l s  o r  o t h e r  r e q u i r e m e n t s  
n e e d e d  b y  t h e  o r g a n i s a t i o n  w a s  c e n t r a l i s e d  w i t h  t h e  S i t e  
S e r v i c e s  M a n a g e r .  H e  c o n s o l i d a t e d  r e q u i r e m e n t s  o f  
m a t e r i a l s  f o r  t h e  o r g a n i s a t i o n  a s  a  w h o l e  a n d  i n f o r m e d  
s u p p l i e r s .  P r o c u r e m e n t  o f  i t e m s  w e r e  f r o m  c o m p a n y ' s  
c e r t i f i e d  v e n d o r s / s u p p l i e r s  o n l y .
R e q u e s t  f o r  i t e m s  b y  r e s p e c t i v e  i n d i v i d u a l s  w e r e  t o  b e  m a d e  
b y  c o m p l e t i n g  a  p u r c h a s e  r e q u i s i t i o n  f o r m ,  h a v i n g  t h e  
s i g n a t u r e  o f  t h e  d e p a r t m e n t  h e a d  a n d  t h e  T r e a s u r e r  o r  t h e  
M a n a g i n g  D i r e c t o r .  H o w e v e r ,  f o r  i t e m s  c o s t i n g  m o r e  t h a n
5 , 0 0 0  r i n g g i t  M a l a y s i a ,  t h e  f o r m - h a d  t o  h a v e  b o t h  t h e  
T r e a s u r e r ' s  a n d  t h e  M a n a g i n g  D i r e c t o r ' s  s i g n a t u r e s ,  b e s i d e s  
t h e  d e p a r t m e n t  h e a d ' s  s i g n a t u r e .
T h e  p u r c h a s e  o f  n e w  m a c h i n e s  h a d  t o  b e  a c c o m p a n i e d  b y  a  
p r o p o s a l . T h e  p r o p o s a l  w a s  t o  b e  s u b m i t t e d  t o  t h e  M a n a g i n g  
D i r e c t o r  f o r  a p p r o v a l  a n d  p r i o r  t o  p u r c h a s e ,  a  p r o c e s s  
e n g i n e e r  a n d  a  m a i n t e n a n c e  o f f i c e r  w e r e  s e n t  t o  i n s p e c t  t h e  
m a c h i n e  a n d  a d v i s e  a c c o r d i n g l y .
P l a n s / d e c i s i o n s  r e g a r d i n g  m a r k e t  t e r r i t o r i e s  w e r e  n o t  p a r t  
o f  t h e  a c t i v i t i e s  p e r f o r m e d  b y  t h i s  o r g a n i s a t i o n .  
M a r k e t i n g  a n d  s e a r c h i n g  f o r  n e w  m a r k e t s  w e r e  c e n t r a l i s e d  
w i t h  t h e  s i s t e r  c o m p a n y ,  l o c a t e d  i n  A m e r i c a .  H o w e v e r ,  o n c e  
t h e  m a r k e t  w a s  e s t a b l i s h e d ,  C o m p a n y  A  d e a l t  d i r e c t l y  w i t h  
t h e  c u s t o m e r s  a n d  t o o k  t h e  r e s p o n s i b i l i t y  t o  u p h o l d  t h e  
q u a l i t y  a g r e e d  w i t h  t h e  c u s t o m e r  a n d  p r o v i d e  a f t e r  s a l e s  
s e r v i c e .  T h e  c o n t i n u e d  o r  p r o l o n g e d  r e l a t i o n s h i p  b e t w e e n  
t h e  c o m p a n y  a n d  i t s  c u s t o m e r s  t h u s  d e p e n d e d  h e a v i l y  o n  t h e  
f u l f i l m e n t  o f  c u s t o m e r s '  r e q u i r e m e n t s  a n d  t h e  s t a n d a r d  o f  
s e r v i c e  t h a t  i t  r e n d e r e d .
F o r  p l a n s / d e c i s i o n s  r e g a r d i n g  p r o d u c t i o n ,  a t  b o t h  t h e  
s t r a t e g i c  a n d  o p e r a t i o n a l  l e v e l ,  f i n a l  a u t o n o m y  r e s t e d  w i t h
f o r  f i n a l  a p p r o v a l .
t h e  M a n a g i n g  D i r e c t o r .  D a i l y  m e e t i n g s  w e r e  h e l d  b e t w e e n  
t h e  M D ,  t h e  t w o  o p e r a t i o n s  m a n a g e r s ,  t h e i r  s u b o r d i n a t e s  a n d  
s t a f f  m a n a g e r s  w h o s e  a r e a  o f  c o n t r o l  w e r e  i n  t h e  a g e n d a s .  
T h e  m o r n i n g  ' c o n g r e g a t i o n '  d e t e r m i n e d  t h e  m a i n  i s s u e s  t o  b e  
t a c k l e d  f o r  t h e  d a y  o r  w e e k  w i t h i n  t h e  r e s p e c t i v e  u n i t s . 
T h e  h e a v y  e m p h a s i s  g i v e n  t o  p r o d u c t i o n  b y  t h e  M a n a g i n g  
D i r e c t o r  s t r o n g l y  i n d i c a t e d  t h a t  C o m p a n y  A ' s  m a j o r  f u n c t i o n  
w a s  r e l a t e d  t o  o p e r a t i o n s  p r o c e s s .
I n  s u m ,  p l a n n i n g / d e c i s i o n - m a k i n g  a t  t h e  c o r p o r a t e  o r  
s t r a t e g i c  l e v e l  r e s t e d  a t  t h e  s t r a t e g i c  a p e x  ( M i n t z b e r g ,  
1 9 7 9 )  w h i l s t  i s s u e s  r e l a t e d  t o  o p e r a t i o n s  w e r e  
h i e r a r c h i c a l ,  w i t h  g r a d a t i o n s  o f  r e s p o n s i b i l i t y  f o r  
d i f f e r e n t  l e v e l s  o f  p l a n n i n g  a n d  d e c i s i o n - m a k i n g  t o  t h e  
m i d d l e  a n d  o p e r a t i n g  c o r e  ( M i n t z b e r g ,  1 9 7 9 ) ,  e x c e p t  w h e n  i t  
c o n c e r n e d  o p e r a t i o n a l  a c t i v i t i e s  r e l a t e d  t o  t h e  
m a n u f a c t u r i n g  p r o c e s s  w h e r e  f i n a l  d e c i s i o n s  w e r e  m a d e  b y  
t h e  M a n a g i n g  D i r e c t o r .
I n f o r m a t i o n  o r  c o m m u n i c a t i o n  r e g a r d i n g  c o m p a n y ' s  p o l i c i e s ,  
r u l e s  a n d  r e g u l a t i o n s  p r e d o m i n a n t l y ,  f l o w e d  f r o m  t o p  t o  
b o t t o m .  T h e  p o l i c i e s ,  r u l e s  a n d  r e g u l a t i o n s  w e r e  
p r e s c r i b e d  b y  t h e  H Q  b u t  w i t h  s l i g h t  m o d i f i c a t i o n  t o  s u i t  
t h e  e n v i r o n m e n t  a n d  i n  c o m p l i a n c e  t o  t h e  M a l a y s i a n  
g o v e r n m e n t ' s  r e g u l a t i o n s .
F e e d b a c k ,  o n  t h e  o t h e r  h a n d ,  f l o w e d  u p w a r d s .  O n  a  w e e k l y  
b a s i s ,  h e a d s  o f  d e p a r t m e n t  r e c e i v e d  r e p o r t s  f r o m  t h e i r  
s u b o r d i n a t e s  h e a d i n g  s p e c i f i c  a r e a s  w i t h i n  t h e  d e p a r t m e n t s .  
H e a d s  o f  d e p a r t m e n t s ,  i n  t u r n ,  s u b m i t t e d  r e p o r t s  o f  t h e i r  
d e p a r t m e n t a l  p e r f o r m a n c e  t o  t h e  M a n a g i n g  D i r e c t o r .  T h e  
M a n a g i n g  D i r e c t o r ,  c o n s o l i d a t i n g  a l l  t h e s e  r e p o r t s  
s u b m i t t e d  a  r e p o r t  t o  t h e  P r e s i d e n t ,  p r o v i d i n g  i n f o r m a t i o n  
o n  t h e  o v e r a l l  s i t u a t i o n  o f  t h e  c o m p a n y .
T h e  c o m p a n y ,  h o w e v e r ,  c l a i m e d  t o  b e  m o v i n g  t o w a r d s  e m p l o y e e  
' e m p o w e r m e n t '  w h e r e b y  a l l  i n d i v i d u a l  e m p l o y e e s ,
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p a r t i c u l a r l y  d i r e c t  l a b o u r ,  w e r e  g i v e n  g r e a t e r  l e v e r a g e  t o  
d e c i d e  o n  m a t t e r s  d i r e c t l y  r e l a t e d  t o  o p e r a t i o n a l  a s p e c t s  
o f  t h e  c o m p a n y ,  s u c h  a s  w a y s  t o  i m p r o v e  t h e i r  u n i t s '  
p e r f o r m a n c e  o r  r e d u c i n g  o p e r a t i o n  c o s t s .  H o w e v e r ,  a t  t h e  
t i m e  o f  t h e  s t u d y ,  e m p l o y e e  e m p o w e r m e n t  w a s  s t i l l  i n  i t s  
i n f a n c y .
T r a n s m i s s i o n  o f  i n f o r m a t i o n  w a s  n o r m a l l y  f o r m a l .  T h e  
c o m p a n y ' s  m i s s i o n ,  g o a l s  a n d  o b j e c t i v e s  w e r e  w r i t t e n  d o w n  
a n d  m o u n t e d  o n  t h e  w a l l s  o f  t h e  m a i n  b u i l d i n g .  J o b  
d e s c r i p t i o n s  w e r e  a v a i l a b l e  f o r  e v e r y  p o s i t i o n  a s  i t  h a d  
b e e n  t h e  c o m p a n y ' s  p o l i c y  t o  w r i t e  a  j o b  d e s c r i p t i o n  b e f o r e  
a n y o n e  w a s  e m p l o y e d  f o r  t h e  p o s i t i o n .  H o w e v e r ,  t h e  j o b  
d e s c r i p t i o n s  w e r e  k e p t  w i t h  t h e  H u m a n  R e s o u r c e  M a n a g e r  
i n s t e a d  o f  g i v i n g  t h e m  t o  t h e  i n d i v i d u a l  e m p l o y e e s . T h e  
o r g a n i s a t i o n a l  c h a r t  w a s  a l s o  n o t  m a d e  a v a i l a b l e  t o  
e v e r y o n e .
M e m o s  w e r e  f r e q u e n t l y  s e n t  o u t  t h r o u g h  t h e  e l e c t r o n i c  m a i l  
s y s t e m .  M a i l  c o r r e s p o n d e n c e  w i t h  c l i e n t s ,  s u p p l i e r s  a n d  
w i t h  o u t s i d e  p a r t i e s  w e r e  d o n e  t h r o u g h  t h e  e l e c t r o n i c  m a i l .  
A c c o r d i n g  t o  o n e  o f  t h e  O p e r a t i o n s  M a n a g e r ,  o n  a v e r a g e ,  h e  
r e c e i v e d  a s  m a n y  a s  1 0 0  m a i l s  p e r  d a y  t o  w h i c h  8 0 %  h e  w o u l d  
r e s p o n d .
B e c a u s e  o f  t h e  i n t e r d e p e n d e n c y  b e t w e e n  o n e  d e p a r t m e n t  a n d  
a n o t h e r ,  i n f o r m a t i o n  a l s o  f l o w e d  h o r i z o n t a l l y ,  b u t  n o t  a s  
m u c h  a s  t h a t  v e r t i c a l l y  t r a n s m i t t e d ,  a n d  m o r e  i n f o r m a l l y .  
I n  a d d i t i o n ,  t h e  u s e  o f  c u b i c l e s  r a t h e r  t h a n  r o o m s  i n  
s e p a r a t i n g  g r o u p s  o f  e m p l o y e e s  a n d  t h e  f a c t  t h a t  e m p l o y e e s  
a t e  i n  a  c o m m u n a l  c a n t e e n  f u r t h e r  f a c i l i t a t e d  d i r e c t ,  
i n f o r m a l  i n t e r a c t i o n  a m o n g  e m p l o y e e s .
T h e  c o m p a n y  h a d  a  c o m p r e h e n s i v e  t r a i n i n g  s y s t e m  a n d  
d e t a i l e d  t r a i n i n g  s c h e d u l e  f o r  d i r e c t  w o r k e r s  i n  t h e  
p r o d u c t i o n  s e c t i o n s .  T r a i n i n g  o b j e c t i v e s  a n d  a r e a s  t o  b e  
t r a i n e d  w e r e  t a i l o r e d  t o  t h e  c o m p a n y ' s  o v e r a l l  t r a i n i n g
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p h i l o s o p h y ,  i . e .  t o  g i v e  u t m o s t  a t t e n t i o n  t o  q u a l i t y ,  o n  a  
c o n t i n u o u s  b a s i s ,  a n d  a l s o  t o  p r o m o t e  t h e  i d e a  o f  e m p l o y e e  
e m p o w e r m e n t .
I n  s u m ,  a l t h o u g h  t h e r e  w a s  t w o - w a y  c o m m u n i c a t i o n  o r  f l o w s  
o f  i n f o r m a t i o n  i n  C o m p a n y  A ,  t h e  m o s t  p r o m i n e n t  a p p e a r e d  t o  
b e  f o r m a l  t o p  d o w n  c o m m u n i c a t i o n .  C o m p a n y  p o l i c i e s ,  r u l e s  
a n d  r e g u l a t i o n s  f l o w e d  f r o m  t h e  p a r e n t  c o m p a n y  b u t  s u c h  
p o l i c i e s ,  r u l e s  a n d  r e g u l a t i o n s  w o u l d  c h a n g e  o v e r  t i m e ,  
r e f l e c t i n g  t h e  n e e d s  a n d  s e n t i m e n t  o f  m e m b e r s  o f  t h e  
o r g a n i s a t i o n ,  p a r t i c u l a r l y  t h e  m o v e  t o w a r d s  ' e m p o w e r m e n t ' .
i i .  A l lo c a t in g  Work
I n  C o m p a n y  A ,  t h e  t o t a l  w o r k  p r o c e s s  w a s  d i v i d e d  i n t o  
t w e l v e  r e l a t e d  f u n c t i o n a l  a r e a s .  A l l  t h e s e  a r e a s  w e r e  
u n d e r  t h e  c h a i n  o f  c o m m a n d  o f  t h e  M a n a g i n g  D i r e c t o r .  T h e  
f u n c t i o n a l  a r e a s  w e r e  b a s e d  o n  p a r t l y  w h a t  w a s  p r a c t i s e d  i n  
o t h e r  c o m p a n i e s  i n  t h e  i n d u s t r y  a n d  p a r t l y  o n  w h a t  t h e  
M a n a g i n g  D i r e c t o r  d e e m e d  a p p r o p r i a t e .  I t  w a s  t h e  M D ' s  
d e c i s i o n  t o  s p l i t  t h e  m a n u f a c t u r i n g  o p e r a t i o n s  i n t o  t w o  
d e p a r t m e n t s ,  o n e  h e l d  r e s p o n s i b i l i t y  f o r  a l l  p r o c e s s e s  
i n v o l v e d  a t  t h e  b e g i n n i n g  o f  t h e  l i n e  a n d  t h e  o t h e r  i n  
c h a r g e  o f  a l l  p r o c e s s e s  i n v o l v e d  a t  t h e  e n d  o f  t h e  l i n e .
I n  e a c h  d e p a r t m e n t ,  t h e  h e a d s  o f  d e p a r t m e n t  h e l d  a  w i d e  
r a n g e  o f  r e s p o n s i b i l i t i e s  a n d  i n c l u d e d  a  v a r i e t y  o f  
a s s o c i a t e d  t a s k s  r e l a t e d  t o  t h e  f u n c t i o n s  t h e y  w e r e  
r e s p o n s i b l e  f o r .  T h e i r  s u b o r d i n a t e s  h a d  m o r e  p r e s c r i b e d  
r o l e s ,  w i t h  n a r r o w e r  r e s p o n s i b i l i t i e s  a n d  a  l i m i t e d  r a n g e  
o f  t a s k s . D i r e c t  w o r k e r s  i n  t h e  p r o d u c t i o n  s i t e  p e r f o r m e d  
s i n g l e ,  r e p e t i t i v e  t a s k s  i n  a l l o c a t e d  s e c t i o n s  b a s e d  o n  
c l i e n t s  a n d  g r o u p s  b a s e d  o n  s p e c i f i c  s k i l l s .  A t  t h e  s a m e  
t i m e ,  t h e  o r g a n i s a t i o n  e n c o u r a g e d  g r o u p  w o r k  i n  t a c k l i n g  
c e r t a i n  p r o j e c t s  w h e r e  m e m b e r s  o f  t h e  g r o u p  w e r e  f r o m  
d i f f e r e n t  f u n c t i o n a l  a r e a s .
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4.1.1b 'Motivation System'
B a s e d  o n  t h e  p e r c e p t i o n s  o f  t h e  c o m p a n y  o f  i t s  e m p l o y e e s ,  
r e w a r d s  w e r e  p r i m a r i l y  m o n e t a r y .  I n t r i n s i c  r e w a r d s ,  s u c h  
a s  f a v o u r a b l e  w o r k i n g  c l i m a t e  a n d  r e l a t i o n s h i p  w i t h  
c o l l e a g u e s  w e r e  o n l y  s l o w l y  i n t r o d u c e d .
H e a d s  o f  d e p a r t m e n t  w e r e  g i v e n  p a r t i c u l a r  a t t e n t i o n  b y  t h e  
t o p  m a n a g e m e n t  l e v e l  a s  t h e y  b e l i e v e d  t h a t  i f  t h e s e  g r o u p s  
o f  p e o p l e  w e r e  m o t i v a t e d ,  t h e y  i n  t u r n ,  m o t i v a t e d  t h e i r  
s u b o r d i n a t e s  ( p a r t i c u l a r l y ,  i m m e d i a t e  s u b o r d i n a t e s ) . 
B e s i d e s  a n  a t t r a c t i v e  s a l a r y  s c h e m e ,  t h e s e  m a n a g e r s  w e r e  
e v a l u a t e d  f a v o u r a b l y  w i t h  l a v i s h  p r a i s e  w i t h  t h e  u l t i m a t e  
a i m  o f  i n c r e a s i n g  t h e i r  s e l f  d r i v e .  A s  w e l l  a s  a  g o o d  
s a l a r y  s c h e m e ,  t h e  e m p l o y e e s  r e c e i v e d  a  b o n u s ,  a t  y e a r  e n d ,  
b a s e d  o n  t h e i r  i n d i v i d u a l  p e r f o r m a n c e  a s  w e l l  a s  t h e  
c o m p a n y ' s  p e r f o r m a n c e .
T h o u g h  t h e r e  w e r e  p r o c e d u r e s  a n d  r u l e s  t h a t  t h e  d e p a r t m e n t  
h e a d s  h a d  t o  o b s e r v e ,  i t  w a s  o r g a n i s a t i o n a l l y  a c c e p t e d  t h a t  
t h o s e  r u l e s  a n d  r e g u l a t i o n s  w e r e  t h e r e  m o r e  a s  g u i d e l i n e s  
a n d  f o r  t h e  s a k e  o f  f o r m a l i t y  a n d  r e c o r d  k e e p i n g  t h a n  
t h i n g s  w h i c h  s h o u l d  b e  f o l l o w e d  v e r y  c l o s e l y .  B r e a k i n g  t h e  
r u l e s  a n d  r e g u l a t i o n s  w a s  ' p e r m i s s i b l e '  a s  l o n g  a s  t h e  
e x p e c t e d  r e s u l t s  w e r e  a c h i e v e d  a s  t h e  o r g a n i s a t i o n  w a s  m o r e  
c o n c e r n e d  w i t h  t h e  r e s u l t s  t h a n  t h e  m e a n s  o f  a c h i e v i n g  
t h e m .
I t  w a s  a l s o  t h e  o r g a n i s a t i o n ' s  p o l i c y  t o  r e c r u i t  y o u n g  
p e o p l e ,  i n  t h e  b e l i e f  t h a t  y o u n g  p e o p l e  w e r e  a m b i t i o u s  a n d  
h i g h  a c h i e v e r s .  A s  a c h i e v e r s ,  t h e y  d i d  n o t  h a v e  t o  b e  
m o t i v a t e d  c o n s t a n t l y  a s  t h e i r  i n t e r n a l  d r i v e  f o r  s u c c e s s  
l e d  t h e m  t o  a c h i e v e  t h e  d e s i r e d  r e s u l t s .
M o v i n g  e m p l o y e e s  f r o m  o n e  f u n c t i o n  t o  a n o t h e r  w a s  n o t  a  
p r a c t i c e  i n  t h e  c o m p a n y  b e c a u s e ,  t h e  c o m p a n y  w a s  r e l a t i v e l y  
n e w .  I t  b e l i e v e d  t h a t  i t  w a s  s t i l l  t o o  s o o n  t o  m o v e  p e o p l e  
a r o u n d  a s  t h e y  n e e d e d  m o r e  t i m e  t o  b e c o m e  f a m i l i a r  w i t h
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t h e i r  w o r k  a s  w e l l  a s  i n  d e s i g n i n g  a n d  i m p l e m e n t i n g  l o n g ­
t e r m  p l a n s  f o r  t h e i r  r e s p e c t i v e  w o r k  a r e a s .  F u r t h e r m o r e ,  
t h e  o r g a n i s a t i o n  a l s o  p e r c e i v e d  t h a t  s i n c e  w o r k  w a s  h i g h l y  
s p e c i a l i s e d ,  t r a n s f e r  o f  e m p l o y e e s  b e t w e e n  d e p a r t m e n t s  
w o u l d  b e  d i f f i c u l t .
4 . 1 . 1 c  ' C o n t r o l  S y s t e m '
T h e  d i f f e r e n t  w a y s  i n  w h i c h  d i v i d e d  w o r k  i s  r e c o m b i n e d  b y  
a n  o r g a n i s a t i o n  u s i n g  v a r i o u s  m e c h a n i s m s  o f  c o o r d i n a t i o n  
a n d  c o n t r o l  i s  w h a t  H a l e s  ( 1 9 8 9 )  t e r m s  t h e  ' c o n t r o l  
s y s t e m ' .
i .  C o o rd in a tio n
As "  t h e  t o t a l  w o r k  p r o c e s s  i n  C o m p a n y  A  w a s  d i v i d e d  i n t o  
v a r i o u s  r e l a t e d  f u n c t i o n s ,  t h e  a c t i v i t i e s  t a k i n g  p l a c e  i n  
o n e  d e p a r t m e n t  h a d  t o  b e  s y n c h r o n i s e d  w i t h  t h a t  o f  a  
r e l a t e d  d e p a r t m e n t ( s ) .  A t  t h e  o r g a n i s a t i o n a l  l e v e l ,  
c o o r d i n a t i o n  t o o k  p l a c e  o n  a  f o r m a l  b a s i s  t h r o u g h  a  w e e k l y  
m e e t i n g ,  k n o w n  a s  ' M D  S t a f f  M e e t i n g ' . I n  t h e  m e e t i n g s ,  
d e p a r t m e n t  h e a d s  i n f o r m e d  t h e  M a n a g i n g  D i r e c t o r  o f  i s s u e s  
r e l a t e d  t o  t h e i r  r e s p e c t i v e  d e p a r t m e n t s  -  p r o b l e m s  f a c e d  
a n d  c o r r e c t i v e  a c t i o n s  t a k e n  a s  w e l l  a s  a c t i v i t i e s  t h a t  
w e r e  c u r r e n t l y  t a k i n g  p l a c e .  I n  t h e  m e e t i n g  a l s o ,  p l a n s  
a n d  d e c i s i o n s  w e r e  m a d e  f o r  t h e  f o l l o w i n g  w e e k  b a s e d  o n  t h e  
c u r r e n t  k e y  i s s u e s  a n d  t a i l o r i n g  a c t i v i t i e s  o f  e a c h  
d e p a r t m e n t  i n  a c c o r d a n c e  w i t h  w h a t  w a s  k n o w n  a b o u t  t h e  
a c t i v i t i e s  c u r r e n t l y  t a k i n g  p l a c e  i n  o t h e r  r e l a t e d  
d e p a r t m e n t s .
D u e  t o  t h e  n a t u r e  o f  t h e  r e l a t i o n s h i p  b e t w e e n  t h e  
o p e r a t i o n s  d e p a r t m e n t s ,  w h i c h  w a s  o f  s e r i a l  f o r m  ( i . e .  
p a r t s  p r o d u c e d  i n  o n e  d e p a r t m e n t  b e c a m e  a n  i n p u t  t o  t h e  
o t h e r  d e p a r t m e n t ) , a c t i v i t i e s  o f  t h e  t w o  d e p a r t m e n t s  w e r e  
c o o r d i n a t e d  t h r o u g h  d a i l y  m e e t i n g s  f o c u s i n g  o n  t h e  l e v e l  o f  
p r o d u c t i o n  a c h i e v e d  d u r i n g  t h e  p r e v i o u s  2 4  h o u r s .  
R e p r e s e n t a t i v e s  f r o m  s u p p o r t i n g  d e p a r t m e n t s ,  n o r m a l l y  h e a d s  
o f  d e p a r t m e n t ,  w e r e  p r e s e n t  i f  a n d  w h e n  n e c e s s a r y .
W e e k l y  d e p a r t m e n t a l  m e e t i n g s  t o o k  p l a c e  a f t e r  t h e  MD s t a f f  
m e e t i n g ,  w h e r e  d e p a r t m e n t  h e a d s  d i s s e m i n a t e d  p o l i c i e s  o r  
d e c i s i o n s  t a k e n  d u r i n g  s t a f f  m e e t i n g s  t o  t h e i r  s u b o r d i n a t e s  
a n d  t h e  t a s k s  w h i c h  t h e  s u b o r d i n a t e s  h a d  t o  p e r f o r m  i n  
a c h i e v i n g  t h o s e  i s s u e s  d e c i d e d  e a r l i e r .
B e s i d e s  f o r m a l  c o o r d i n a t i o n  m e c h a n i s m s ,  m a n a g e r s  a t  t h e  
s a m e  l e v e l  c o n t i n u o u s l y  c o o r d i n a t e d  t h e i r  a c t i v i t i e s  
t h r o u g h  o t h e r  a v e n u e s ,  s u c h  a s  t h e  e l e c t r o n i c  m a i l  a n d  
d i r e c t  c o n t a c t .  A t  t h i s  l e v e l ,  ' m u t u a l  a d j u s t m e n t '  
( M i n t z b e r g ,  1 9 7 9 )  i n  c o o r d i n a t i n g  a c t i v i t i e s  i n  t h e  c o m p a n y  
w a s  o b s e r v e d .
T h e r e f o r e ,  t h e  c o o r d i n a t i n g  m e c h a n i s m  m a i n l y  p r a c t i s e d  i n  
C o m p a n y  A w a s  t h e  h i e r a r c h i c a l  f o r m  w h e r e  t h e  l o c u s  o f  
r e s p o n s i b i l i t y  r e s t e d  w i t h  t h e  s u p e r i o r s ,  a n d  t o  a  l a r g e  
e x t e n t ,  w a s  f o r m a l l y  c o n d u c t e d .  H o w e v e r ,  b e t w e e n  m a n a g e r s  
o f  t h e  s a m e  p o s i t i o n ,  c o o r d i n a t i o n  o f  w o r k  a c t i v i t i e s  w a s  
m u t u a l  a n d  i n f o r m a l .
i i .  C o n t r o l
T h e  c o m p a n y  s o u g h t  t o  e x e r t  c o n t r o l  o v e r  i t s  p e r s o n n e l ,  
p r o d u c t i o n  p r o c e s s  a n d  o u t p u t .
C o n t r o l  o v e r  p e r s o n n e l  t o o k  t h e  f o r m  o f  s e l e c t i n g  t h e  
' r i g h t '  p e o p l e  f o r  t h e  ' r i g h t '  j o b .  P r i o r  t o  r e c r u i t i n g  
p e o p l e  t o  f i l l  i n  a  n e w  p o s t ,  a  j o b  d e s c r i p t i o n  f o r  t h e  
p a r t i c u l a r  p o s i t i o n  w a s  d r a w n  u p .  T h e  j o b  d e s c r i p t i o n s  
s p e c i f i e d  t h e  c o n t e n t ,  c o n t e x t  a n d  s t a n d a r d s  o f  p e r f o r m a n c e  
o f  a  j o b  w h i c h  w e r e  t h e n  u s e d  a s  a  b a s i s  f o r  
r e c r u i t m e n t / s e l e c t i o n ,  t r a i n i n g ,  a p p r a i s a l  a n d  
r e m u n e r a t i o n .
R e c r u i t m e n t  w a s  n o r m a l l y  d o n e  t h r o u g h  a d v e r t i s e m e n t ,  d i r e c t  
c o n t a c t  w i t h  h i g h e r  l e a r n i n g  i n s t i t u t i o n s ,  r e f e r r a l s  f r o m  
o t h e r  e m p l o y e r s  a n d  w r i t e - i n s .  H o w e v e r ,  t h e  m o s t  common 
a v e n u e  w a s  a d v e r t i s e m e n t s . T e s t s  w e r e  n o t  c o n d u c t e d  i n
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s e l e c t i n g  p e r s o n n e l  f o r  m a n a g e r i a l  p o s i t i o n s ;  s e l e c t i o n  w a s  
m a d e  s o l e l y  o n  i n t e r v i e w s  a n d  r e f e r e e s '  c o m m e n t s .  T h e  
c o m p a n y  b e l i e v e d  t h a t  t h e  g e n e r a l  a t t i t u d e s  o f  a  p e r s o n  
c o u l d  b e  f a i r l y  j u d g e d  w i t h i n  t h e  30  m i n u t e s  i n t e r v i e w  a n d  
h i g h  w e i g h t a g e  w a s  g i v e n  t o  c o m m e n t s  b y  t h e  c a n d i d a t e s '  
r e f e r e e s .
S e l e c t i o n  w a s  m a d e  b a s e d  o n  e x p e r i e n c e ,  r e f e r e e s '  c o m m e n t s  
a n d  t h e  p o t e n t i a l  t o  f u l f i l  a  p a r t i c u l a r  w o r k  r o l e  a s  w e l l  
a s  t e c h n i c a l  q u a l i f i c a t i o n s .
A s  t h e  c o m p a n y ' s  m i s s i o n  w a s  t o  b e  a  w o r l d  c l a s s  q u a l i t y  i n  
i t s  i n d u s t r y  a n d  t o  p r o v i d e  t h e  b e s t  s e r v i c e  t o  i t s  
c u s t o m e r s ,  i t  g a v e  h i g h  a t t e n t i o n  t o  q u a l i t y  a n d  l e v e l  o f  
s a t i s f a c t i o n  o f  i t s  c u s t o m e r s .  Q u a l i t y  A s s u r a n c e  p e o p l e  
w e r e  s t a t i o n e d  a t  t h e  p r o d u c t i o n  s i t e  a n d  10% o f  e a c h  b a t c h  
o f  g o o d s  p r o d u c e d  w e r e  i n s p e c t e d .  O n c e  a  f o r t n i g h t ,  t h e  
M a n a g i n g  D i r e c t o r ,  a c c o m p a n i e d  b y  t h e  O p e r a t i o n s  M a n a g e r s  
a n d  a  r e p r e s e n t a t i v e  o f  o n e  o f  i t s  c u s t o m e r s  c o n d u c t e d  
' l i n e  a u d i t '  a t  t h e  m a n u f a c t u r i n g  f l o o r .  T h e  e m p h a s i s  g i v e n  
t o  p r o d u c t i o n  p r o c e s s  w a s  a l s o  r e f l e c t e d  i n  t h e  d a i l y  
m e e t i n g s  b e t w e e n  t h e  M a n a g i n g  D i r e c t o r  a n d  h i s  p r o d u c t i o n  
m a n a g e r s .
T h e  t w o  h e a d s  o f  d e p a r t m e n t  r e s p o n s i b l e  f o r  t h e  p r o d u c t i o n  
a r e a  c o n d u c t e d  c o n s t a n t  i n s p e c t i o n  a n d  e x a m i n a t i o n  o n  t h e  
l e v e l  o f  g o o d s  p r o d u c e d  d a i l y  t o  e n s u r e  t h a t  t h e  d a i l y  
p r o d u c t i o n  t a r g e t  w a s  m e t .  T h e r e  w e r e  3 w o r k i n g  s h i f t s ,  
w o r k i n g  8 h o u r s  p e r  s h i f t s ,  f i v e  d a y s  a  w e e k .  B a s e d  o n  
t h a t ,  t h e y  d e c i d e d  w h e t h e r  t h e r e  w a s  a  n e e d  f o r  o v e r t i m e  
p r o d u c t i o n .  T h e  a m o u n t  o f  r e j e c t s ,  b y  t h e  q u a l i t y  o f f i c e r s  
o r  c u s t o m e r s ,  w e r e  o f  p r i m e  c o n c e r n  t o  t h e m .  T h u s ,  d i r e c t  
w o r k e r s  w e r e  c o n s t a n t l y  t r a i n e d  a n d  r u l e s  a n d  r e g u l a t i o n s  
r e l a t i n g  t o  p r o d u c t i o n  w e r e  r e q u i r e d  t o  b e  f o l l o w e d  
c l o s e l y .
I n  g e n e r a l ,  a n  e x t e r n a l  c o n t r o l  m e c h a n i s m  w a s  o b s e r v e d  i n
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C o m p a n y  A.  B e s i d e s  r e c r u i t i n g  c a p a b l e  e m p l o y e e s ,  c o n t r o l  
i n  t h e  o r g a n i s a t i o n  f o c u s e d  o n  p r o d u c t i o n  p r o c e s s  a n d  t h e  
q u a l i t y  o f  o u t p u t .  M o n i t o r i n g  o f  t h e  p r o d u c t i o n  p r o c e s s  
a n d  o u t p u t  q u a l i t y  w e r e  b a s e d  b o t h  o n  a v a i l a b l e  p r o d u c t i o n  
r u l e s  a n d  r e g u l a t i o n s  a s  w e l l  a s  d i r e c t  s u p e r v i s i o n .
4.1.2 Summary
C o m p a n y  A w a s  a n  o f f s h o r e  m a n u f a c t u r i n g  b a s e  o f  a  T a i w a n e s e  
s e m i c o n d u c t o r  c o m p a n y ,  p r o d u c i n g  g o o d s  b a s e d  o n  s u b c o n t r a c t  
t o  f o r e i g n  m a r k e t .  A s  a  s u b s i d i a r y ,  i t  w a s  d e p e n d e n t  o n  
i t s  p a r e n t  c o m p a n y  f o r  f i n a n c i a l  s u p p o r t .
P l a n n i n g / d e c i s i o n - m a k i n g  a t  t h e  s t r a t e g i c  l e v e l  w a s  
c e n t r a l i s e d  a t  t h e  t o p .  T h e  M a n a g i n g  D i r e c t o r  h a d  f i n a l  
a u t o n o m y  o v e r  t h e  n u m b e r  o f  n e w  r e c r u i t s ,  c r e a t i n g  n e w  j o b s  
o r  a l t e r i n g  w o r k  t a s k s  o r  r e s p o n s i b i l i t i e s ,  a l l o c a t i o n  o f  
b u d g e t  a n d  e x p e n d i t u r e  a n d  p r o c u r e m e n t  o f  i t e m s  e x c e e d i n g  
a  c e r t a i n  a m o u n t .  H o w e v e r ,  a s  f a r  a s  p l a n s / d e c i s i o n s  a t  
t h e  o p e r a t i o n a l  l e v e l  w e r e  c o n c e r n e d ,  t h e y  w e r e  d i s p e r s e d  
t h r o u g h o u t  t h e  o r g a n i s a t i o n ,  e x c e p t  i n  m a t t e r s  r e g a r d i n g  
m a n u f a c t u r i n g  o p e r a t i o n s .  T h e  M a n a g i n g  D i r e c t o r  w a s  
i n v o l v e d  i n  t h e  p l a n n i n g  a n d  d e c i s i o n - m a k i n g  a t  b o t h  t h e  
s t r a t e g i c  a n d  o p e r a t i o n a l  l e v e l s .  M a r k e t i n g  a c t i v i t i e s ,  
s u c h  a s  r e s e a r c h i n g  a n d  l o c a t i n g  c u s t o m e r s ,  w e r e  n o t  p a r t  
o f  C o m p a n y  A ' s  r e s p o n s i b i l i t y .  I t  w a s  p e r f o r m e d  b y  a  
s i s t e r  c o m p a n y  f o r  t h e  w h o l e  g r o u p .
E x c h a n g e  o f  i n f o r m a t i o n  o r  c o m m u n i c a t i o n  w a s  p r i m a r i l y  
v e r t i c a l  a n d  f o r m a l . W o rk  w a s  d i v i d e d  i n  t e r m s  o f  h i g h l y  
s p e c i a l i s e d  f u n c t i o n s  g r o u p e d  i n t o  i n t e r r e l a t e d  
d e p a r t m e n t s .  T h e  w o r k  p r o c e s s  w a s  d i v i d e d  i n t o  r e l a t e d  
d e p a r t m e n t s  a n d  w o r k  w a s  d o n e  o n  a n  i n d i v i d u a l  b a s i s  r a t h e r  
t h a n  a s  a  g r o u p .
M o t i v a t i o n  t o o k  t h e  f o r m  o f  i m m e d i a t e  a n d  e x t r i n s i c  r e w a r d s  
w h e r e  m o n e y  a p p e a r e d  t o  b e  t h e  m a i n  f o r m  o f  r e w a r d .
C o o r d i n a t i o n  o f  d i v i d e d  w o r k  a c t i v i t i e s  w a s  p r i m a r i l y  
h i e r a r c h i c a l  a n d  f o r m a l .  C o n t r o l  f o c u s e d  o n  i n p u t s  ( r u l e s  
a b o u t  r e c r u i t m e n t ,  q u a l i f i c a t i o n s  a n d  e x p e r i e n c e ) , 
p r o c e s s e s  ( t e c h n i c a l  m e t h o d s  a n d  p r o c e d u r e s )  a n d  o u t p u t s  
( q u a l i t y  s t a n d a r d s  a n d  l e v e l  o f  s a t i s f a c t i o n  r e c e i v e d  b y  
c u s t o m e r s ) . M o n i t o r i n g  o f  c o n t r o l  w a s  c o n d u c t e d  b y  
p e r s o n a l  s u r v e i l l a n c e  b y  o n e  i n d i v i d u a l  o v e r  a n o t h e r .  
( T a b l e  4 . 1  s u m m a r i s e s  t h e  m a i n  p o i n t s . )
4.2 COMPANY B
C o m p a n y  B,  a  s u b s i d i a r y  o f  a n  A m e r i c a n  c o m p a n y  w a s  
e s t a b l i s h e d  i n  1 9 7 4 .  T h e  p r i n c i p a l  c o m p a n y  o r i g i n a t e d  a s  - 
a  f a m i l y  b a s e d  b u s i n e s s  i n  1 9 2 8 ,  t h e n  b e c a m e  i n c o r p o r a t e d  
i n  1 9 4 7 ,  a n d  i n  t h e  1 9 6 0 ' s  i t  e x p a n d e d  i n t o  i n t e r n a t i o n a l  
m a r k e t s  w i t h  s a l e s  a n d  s e r v i c e  o f f i c e s  i n  2 0  d i f f e r e n t  
c o u n t r i e s  w o r l d w i d e .
T h e  c o m p a n y ' s  M a n a g i n g  D i r e c t o r  cum V i c e  P r e s i d e n t 2, 
e n j o y e d  f u l l  a u t o n o m y  o v e r  t h e  o r g a n i s a t i o n  a n d  m a n a g e m e n t  
o f  w o r k  r e l a t e d  t o  t h e  m a n u f a c t u r i n g  a c t i v i t i e s . As  a  
s u b s i d i a r y ,  i t  d e p e n d e d  o n  t h e  p r i n c i p a l  c o m p a n y  f o r  
f i n a n c i a l  s u p p o r t .
W hen i t  w a s  f o u n d e d  i n  1 9 7 4 ,  C o m p a n y  B h a d  o n l y  15 
e m p l o y e e s .  H o w e v e r ,  a t  t h e  t i m e  o f  t h e  s t u d y ,  i t  w a s  
c o n s i d e r e d  a s  a  b e n c h  m a r k  f a c i l i t y  f o r  t h e  g r o u p ,  i n  t e r m s  
o f  e m p l o y e e s  p a r t i c i p a t i o n  a s  i t  e m p l o y e d  2 7 0 0  p e o p l e ,  
i n c l u s i v e  o f  d i r e c t  l a b o u r  w o r k i n g  f u l l  t i m e  a t  t h e  
p r o d u c t i o n  s i t e .  T h e  g r o u p  a s  a  w h o l e  e m p l o y e d  
a p p r o x i m a t e l y  1 0 7 , 0 0 0  e m p l o y e e s  w o r l d w i d e .  E m p l o y e e s  w e r e  
s e m i -  a n d  h i g h l y  s k i l l e d .
C o m p a n y  B ' s  g o a l s  r e f l e c t e d  t h e  g r o u p ' s  f u n d a m e n t a l
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2F r o m  h e r e  o n w a r d s ,  t h e  M a n a g i n g  D i r e c t o r  cum V i c e  
P r e s i d e n t  w i l l  o n l y  b e  r e f e r r e d  t o  a s  t h e  M a n a g i n g  D i r e c t o r .
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o b j e c t i v e s ,  i . e .  p a y i n g  p a r t i c u l a r  a t t e n t i o n  t o  q u a l i t y  o f  
t h e  g o o d s  p r o d u c e d ,  p r o v i d i n g  t o t a l  c u s t o m e r  s a t i s f a c t i o n ,  
i m p r o v i n g  t h e  m a n u f a c t u r i n g  c y c l e  t i m e ,  a n d  p r o v i d i n g  
t r a i n i n g  a n d  e d u c a t i o n  t o  e m p l o y e e s  a t  a l l  l e v e l s  w i t h  t h e  
a i m  o f  i m p r o v i n g  m a n u f a c t u r i n g ,  m a r k e t i n g  a n d  t e c h n i c a l  
s k i l l s .  T h e s e  w e r e  i t s  u n c h a n g i n g  p r i n c i p l e s .  T h e  
a t t a i n m e n t  o f  t h e s e  p r i m a r y  o b j e c t i v e s  w e r e  g i v e n  a n  
o v e r r i d i n g  i m p o r t a n c e  a n d  t h i s  b e c a m e  a  s i n g u l a r  
p r e o c c u p a t i o n  o f  C o m p a n y  B.
H o w e v e r ,  i t s  g o a l s  a n d  s t r a t e g i c  i n t e n t s  c h a n g e d  c o n s t a n t l y  
d e p e n d i n g  o n  t h e  s i t u a t i o n  o v e r  t i m e .  T h i s  w a s  m a i n l y  d u e  
t o  t h e  h i g h - t e c h  n a t u r e  o f  t h e  i n d u s t r y  i n  w h i c h  t h e  
c o m p a n y  w a s  i n v o l v e d  w h e r e  t e c h n o l o g y  a n d  d e m a n d s  c h a n g e d  
r a p i d l y .
C o m p a n y  B p r o d u c e d  c o m m u n i c a t i o n  p r o d u c t s  f o r  b o t h  d o m e s t i c  
a n d  e x p o r t  m a r k e t .  T h e  m a n u f a c t u r i n g  p r o c e s s  w a s  
c h a r a c t e r i s e d  b y  l o n g  p r o d u c t i o n  r u n s  o f  s t a n d a r d i s e d  p a r t s  
w h e r e  o u t p u t  w e n t  i n t o  i n v e n t o r y  f r o m  w h i c h  o r d e r s  w e r e  
f i l l e d .
T h e  c o m p a n y  w a s  l o c a t e d  o n  o n e  o f  t h e  d e s i g n a t e d  i n d u s t r i a l  
a r e a s  i n  M a l a y s i a  a n d  e n j o y e d  t a x  f r e e d o m  f o r  a l l  g o o d s  
e x p o r t e d .  O ne  o f  t h e  c o n d i t i o n s  i m p o s e d  b y  t h e  M a l a y s i a n  
G o v e r n m e n t  f o r  c o m p a n i e s  s e t - u p  i n  t h e  d e s i g n a t e d  
i n d u s t r i a l  a r e a  w a s  t h a t  i t  h a d  t o  b e  l a b o u r  i n t e n s i v e .  As 
s u c h ,  c o m p a n y  B w a s  h i g h l y  d e p e n d e n t  o n  t h e  l o c a l  l a b o u r  
m a r k e t .  As  a  c o m p a n y  p r o d u c i n g  f o r  t h e  e x p o r t  m a r k e t ,  
c o m p a n y  B h a d  t o  l i a i s e  c l o s e l y  w i t h  s e v e r a l  g o v e r n m e n t  
a g e n c i e s ,  p a r t i c u l a r l y  t h e  c u s t o m  d e p a r t m e n t  a n d  t h e  
s h i p p i n g  a g e n c i e s .
G e n e r a l l y ,  C o m p a n y  B s h a r e d  s e v e r a l  s i m i l a r  c h a r a c t e r i s t i c s  
a s  t h a t  o f  C o m p a n y  A e x c e p t  t h a t  i t  h a d  a  s t r o n g  c o r p o r a t e  
c u l t u r e  a n d  p r o d u c e d  f i n i s h e d  g o o d s  r a t h e r  t h a n  c o m p o n e n t s  
o f  a  f i n i s h e d  p r o d u c t .
B e l o w  i s  a n  a s s e s s m e n t  o f  t h e  s t r u c t u r a l  f e a t u r e s  o f  
C o m p a n y  B u s i n g  H a l e s ' s  ( 1 9 8 9 )  MTO f r a m e w o r k .
4.2.1 Structural Dimensions
4.2.1a 'Task System'
T h e  h i e r a r c h i c a l  s t r u c t u r e  o f  C o m p a n y  B, a s  r e f l e c t e d  i n  
i t s  o r g a n i s a t i o n a l  c h a r t  c o u l d  b e  c o n s i d e r e d  t a l l .  A t  t h e  
t o p ,  w a s  t h e  M a n a g i n g  D i r e c t o r .  B e l o w  t h e  M a n a g i n g  
D i r e c t o r  w e r e  h e a d s  o f  d e p a r t m e n t s  r e s p o n s i b l e  f o r  a r e a s  
i n c l u d i n g  h u m a n  r e s o u r c e ,  s o u r c i n g  o f  m a t e r i a l s ,  f i n a n c e ,  
q u a l i t y ,  f a c i l i t i e s ,  t e s t  s y s t e m ,  e n g i n e e r i n g ,  a d v a n c e d  
m a n u f a c t u r i n g  t e c h n o l o g y ,  c o m m u n i c a t i o n  a n d  p r o d u c t i o n .  
H o w e v e r ,  t h e  f i r s t  t h r e e  d e p a r t m e n t s  w e r e  u n d e r  t h e  d i r e c t  
c o n t r o l  o f  r e g i o n a l  HQ a n d  i n d i r e c t l y  c o n t r o l l e d  b y  t h e  
M a n a g i n g  D i r e c t o r .
U p o n  e n t r y ,  e a c h  e m p l o y e e  w a s  b r i e f e d  o n  t h e  c h a i n  o f  
co m m a n d  a n d  l i n e  o f  a u t h o r i t y ,  a s  i n d i c a t e d  o n  t h e  
o r g a n i s a t i o n a l  c h a r t  f o r  t h e  w h o l e  o r g a n i s a t i o n .
i .  P l a n n i n g / D e c i s i o n - m a k i n g
A t  t h e  e n d  o f  e a c h  y e a r ,  d e p a r t m e n t  h e a d s  m a d e  r e q u e s t s  f o r  
t h e  n u m b e r  o f  n e w  s t a f f  n e e d e d  i n  t h e i r  r e s p e c t i v e  
d e p a r t m e n t s .  A p p r o v a l s  w e r e  s o u g h t  f r o m  t h e  a p p r o v i n g  
a u t h o r i t i e s ,  c o n s i s t i n g  o f  t h e  h e a d  o f  t h e  d e p a r t m e n t  ( i f  
t h e  r e q u e s t e r  w e r e  s e c t i o n  h e a d s ) , t h e  F i n a n c i a l  
C o n t r o l l e r ,  t h e  M a n a g i n g  D i r e c t o r  a n d  t h e  Hum an R e s o u r c e  
M a n a g e r ,  a n y o n e  o f  whom c o u l d  r e f u s e  t h e  r e q u e s t .  B u t  o n c e  
a p p r o v e d ,  t h e  r e q u e s t e r  h a d  t h e  f i n a l  s a y  o n  s e l e c t i o n  o f  
n e w  e m p l o y e e s .
H e a d s  o f  d e p a r t m e n t  o r  t h e i r  s e c t i o n  m a n a g e r s  h a d  t h e  r i g h t  
t o  p r o p o s e  c r e a t i o n  o f  n e w  j o b s .  I n  c r e a t i n g  a  n e w  j o b ,  
t h e  r e q u e s t e r  h a d  f i r s t  t o  i d e n t i f y  t h e  j o b ' s  f a m i l y  t r e e ,  
d e v e l o p e d  t h e  j o b  d e s c r i p t i o n s  a n d  d e t e r m i n e  t h e  s a l a r y  
g r a d e  b e f o r e  s u b m i t t i n g  i t  t o  t h e  Human R e s o u r c e  M a n a g e r  - 
t h e  f i n a l  a u t h o r i t y .  O n c e  t h e  Human R e s o u r c e  M a n a g e r  w a s
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c o n v i n c e d  t h a t  s u c h  j o b  w a s  n e e d e d ,  t h e  j o b  b e c a m e  p a r t  o f  
t h e  j o b  s t r u c t u r e  o f  t h e  c o m p a n y .  S i m i l a r l y ,  i n  d e c i d i n g  
t o  t e r m i n a t e  a n  e x i s t i n g  j o b ,  t h e  r e q u e s t e r  s u b m i t t e d  
h i s / h e r  r e c o m m e n d a t i o n  t o  t h e  Human R e s o u r c e s  M a n a g e r  f o r  
a p p r o v a l .
E m p l o y e e s  w e r e  a p p r a i s e d  o n c e  a  y e a r  w h i l e  m e e t i n g s  o f  t h e  
P r o m o t i o n  B o a r d  t o o k  p l a c e  t w i c e  a  y e a r .  T h e  m a n n e r  i n  
w h i c h  e m p l o y e e s  w e r e  a p p r a i s e d  d e p e n d e d  o n  t h e  s a l a r y  g r a d e  
t h a t  t h e y  w e r e  i n .  I n  t h i s  c o m p a n y ,  o n  t h e  m a n a g e m e n t /  
a d m i n i s t r a t i v e  s i d e ,  e m p l o y e e s  w e r e  d i v i d e d  i n t o  20  l e v e l s ,  
b a s e d  o n  t h e  s a l a r y  g r a d e  o f  t h e  j o b  s t r u c t u r e .  F o r  g r a d e  
1 t o  7 ,  e v a l u a t i o n s  w e r e  c a r r i e d  o u t  b y  t h e  i m m e d i a t e  
s u p e r i o r s  w ho  - t h e n  s u b m i t t e d  t h e i r  r e c o m m e n d a t i o n s  t o  t h e  
Human R e s o u r c e  M a n a g e r  who  w a s  t h e  f i n a l  d e c i s i o n  m a k e r .
C o n s i d e r a t i o n  f o r  p r o m o t i o n  f o r  g r a d e  8 a n d  a b o v e  w a s  b a s e d  
o n  g r o u p / t e a m  r e v i e w .  F o r  i n s t a n c e ,  i n  p r o m o t i n g  a  s e n i o r  
e n g i n e e r  t o  s t a f f  e n g i n e e r ,  i . e .  a  g r a d e  7 p e r s o n n e l  t o  
g r a d e  8 ,  t h e  Human R e s o u r c e  M a n a g e r  w o u l d  f o r m  a  g r o u p  
c o n s i s t i n g  o f  a l l  e n g i n e e r s  f r o m  g r a d e  8 a n d  a b o v e  a n d ,  
h i m s e l f  a s  t h e  C h a i r m a n .  T h e n  t h e  i m m e d i a t e  s u p e r i o r  o f  
t h e  p a r t i c u l a r  c a n d i d a t e  i n f o r m e d  t h e  g r o u p  w h a t  t h e  
c a n d i d a t e  h a d  d o n e  a n d  w hy  h e / s h e  s h o u l d  b e  p r o m o t e d .  A 
m a j o r i t y  v o t e  i n  f a v o u r  o f  t h e  c a n d i d a t e  w a s  n e e d e d  t o  
p r o m o t e  t h e  c a n d i d a t e .
E m p l o y e e s  w e r e  d i s m i s s e d  i f  t h e i r  m i s d e m e a n o u r  a f f e c t e d  t h e  
c o m p a n y ' s  i n t e g r i t y .  I f  i t  w a s  d u e  t o  p o o r  p e r f o r m a n c e ,  
t h e  p e r s o n  w a s  g i v e n  a n o t h e r  c h a n c e .  H e r e ,  t h e  i n d i v i d u a l  
u n d e r w e n t  a  ' c o r r e c t i o n  p a c k '  p r o g r a m m e ,  i n v o l v i n g  
c o a c h i n g ,  g u i d i n g  a n d  o t h e r  m e a s u r e s  t o  a s s i s t  t h e  p e r s o n  
t o  i m p r o v e  h i s / h e r  p e r f o r m a n c e .
T h e  c o m p a n y ' s  e m p l o y e e  d e v e l o p m e n t  p o l i c y  r e q u i r e d  e v e r y  
e m p l o y e e  t o  o b t a i n  a  m i n i m u m  o f  5 d a y s  ( e q u i v a l e n t  t o  40  
h o u r s )  t r a i n i n g  e a c h  y e a r .  T h e  t r a i n i n g  f o c u s e d  o n  s k i l l s
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a n d  k n o w l e d g e  n e e d e d  f o r  t h e  c u r r e n t  j o b ,  a s  w e l l  a s  t h o s e  
s k i l l s  a n t i c i p a t e d  f o r  f u t u r e  j o b s .  T h e  i m m e d i a t e  
s u p e r v i s o r  a n d  t h e  e m p l o y e e  h i m s e l f / h e r s e l f  w e r e  j o i n t l y  
r e s p o n s i b l e  f o r  t h e  t r a i n i n g .  E m p l o y e e s  w e r e  k e p t  i n f o r m e d  
o f  t h e  a v a i l a b i l i t y  o f  t r a i n i n g  o p t i o n s  a n d  o p p o r t u n i t i e s  
b y  t h e i r  d e p a r t m e n t  m a n a g e r s  a s  w e l l  a s  t h r o u g h  t h e  
t r a i n i n g  s c h e d u l e  m a d e  a v a i l a b l e  b y  t h e  t r a i n i n g  s e c t i o n  o f  
t h e  p e r s o n n e l  d e p a r t m e n t  w h i c h  w a s  u p d a t e d  e v e r y  m o n t h  t o  
i n c l u d e  t h e  l a t e s t  s c h e d u l e d  c o u r s e s .
A t  y e a r  e n d ,  e a c h  d e p a r t m e n t  p u t  f o r w a r d  a  p r o p o s a l  b u d g e t  
f o r  t h e  f o l l o w i n g  y e a r  w h i c h  h a d  t o  b e  s p e n t  w i t h i n  t h e  
a l l o c a t e d  y e a r  b u t ,  a t  t h e  s a m e  t i m e ,  e a c h  d e p a r t m e n t  h a d  
c o m p l e t e  d i s c r e t i o n  o v e r  h o w  t h e  m o n e y  w a s  s p e n t .  S u r p l u s  
i n  a n y  p a r t i c u l a r  d e p a r t m e n t  w a s  . t o  b e  h a n d e d  o v e r  t o  o t h e r  
d e p a r t m e n t  t h a t  n e e d e d  e x t r a  b u d g e t .
E x p e n s e s  l e s s  t h a n  2 5 0 . 0 0  M a l a y s i a n  R i n g g i t  (RM 2 5 0 . 0 0 )  
w e r e  p a i d  f r o m  p e t t y  c a s h ,  a v a i l a b l e  i n  e v e r y  d e p a r t m e n t .  
B e t w e e n  RM 2 5 0 . 0 0  -  5 0 0 . 0 0  a  c h e q u e  w a s  r e q u e s t e d  i f  i t  w a s  
t h e  f i r s t  d e a l  a n d  t h e  c h e q u e  m u s t  c a r r y  t h e  s i g n a t u r e  o f  
t h e  p a y e e  a n d  t h e  d e p a r t m e n t  h e a d  ( i f  t h e  p a y e e  w a s  a  
s e c t i o n  h e a d ) .  F o r  e x p e n s e s  m o r e  t h a n  R M 5 0 0 . 0 0 ,  a  c h e q u e  
w a s  t h e  o n l y  m o d e  o f  p a y m e n t .  T h e  s i g n a t u r e  o f  t h e  
M a n a g i n g  D i r e c t o r  w a s  r e q u i r e d  i f  t h e  i t e m  w a s  c o n s i d e r e d  
a s  e x p e n s e s .  I f  a  p u r c h a s e  o f  c a p i t a l  i t e m  w a s  i n v o l v e d ,  
t h e n  t h e  s i g n a t u r e  o f  t h e  F i n a n c i a l  C o n t r o l l e r  w a s  
r e q u i r e d .
T h e r e  w e r e  t w o  s t a g e s  i n v o l v e d  i n  p u r c h a s i n g .  F i r s t ,  
s o u r c i n g  w a s  t h e  r e s p o n s i b i l i t y  o f  t h e  s o u r c i n g  d e p a r t m e n t ,  
a c t i n g  a s  c o m p a n y ' s  r e p r e s e n t a t i v e s  t o  t h e  s u p p l i e r s  a n d  
l i a i s i n g  c l o s e l y  w i t h  o t h e r  d e p a r t m e n t s ,  s u c h  a s  R&D, 
q u a l i t y ,  m a t e r i a l  a n d  f a c i l i t i e s ,  t o  u n d e r s t a n d  t h e  
r e q u i r e m e n t s  o f  e a c h  d e p a r t m e n t  i n  o r d e r  t o  l o c a t e  t h e  
a p p r o p r i a t e  s u p p l i e r s .  S u p p l i e r s  w e r e  c h o s e n  b a s e d  o n  t h e  
n e e d s  o f  t h e  v a r i o u s  d e p a r t m e n t s  a s  w e l l  a s  t h e  c o m p a n y ' s
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i n t e r e s t  ( i . e .  c o s t ,  q u a l i t y  a n d  d e l i v e r y  s e r v i c e  c y c l e  
t i m e ) . S u p p l i e r s  t h a t  m e t  t h e  r e q u i r e m e n t  w e r e  l i s t e d  a s  
c e r t i f i e d  v e n d o r s .  T h e  P u r c h a s i n g  D e p a r t m e n t  t h e n  t o o k  
o v e r  f r o m  h e r e ,  w i t h  p u r c h a s e s  o n l y  m a d e  f r o m  c e r t i f i e d  
v e n d o r s  a n d  n o n e  o t h e r s .
A l t h o u g h  C o m p a n y  B e x p o r t e d  i t s  p r o d u c t s  w o r l d w i d e ,  i t  d o e s  
n o t  s e a r c h  f o r  c u s t o m e r s  o r  d e t e r m i n e  i t s  m a r k e t  t e r r i t o r y .  
T h i s  f u n c t i o n  w a s  c o n s o l i d a t e d  a t  t h e  r e g i o n a l  s a l e s  o f f i c e  
l o c a t e d  i n  S i n g a p o r e .  B e s i d e s  t h i s ,  C o m p a n y  B a l s o  d o e s  
n o t  h a v e  a n y  j u r i s d i c t i o n  o v e r  m o s t  o f  t h e  m o d e l s  a n d  i t e m s  
t h a t  i t  p r o d u c e d  a s  t h e y  w e r e  d e c i d e d  b y  t h e  HQ. B u t ,  
C o m p a n y  B d o e s  h a v e  t h e  a u t o n o m y  t o  r e j e c t  H Q ' s  d i r e c t i v e s  
( t o  p r o d u c e  a  p a r t i c u l a r  i t e m )  f o r  r e a s o n s  s u c h  a s  l a c k  o f  
e x p e r t i s e ,  c a p a b i l i t y  o r  r e s o u r c e s .
I n  t h e  c o m p a n y ,  t h e r e  w e r e  w r i t t e n  p r o c e d u r e s ,  j o b  
d e s c r i p t i o n s  f o r  e v e r y  p o s i t i o n s ,  r u l e s  a n d  r e g u l a t i o n s  a n d  
a  w e l l  d e f i n e d  s a l a r y  s c h e m e  t o  d i r e c t  t h e  w a y  i t  o r g a n i s e d  
a n d  m a n a g e d  i t s  e m p l o y e e s .  D e s p i t e  t h e  a v a i l a b i l i t y  o f  
d o c u m e n t s  r e l a t e d  t o  r u l e s ,  r e g u l a t i o n s ,  e t c ,  t h e  
f u n c t i o n i n g  o f  t h e  c o m p a n y  w a s  v e r y  f l u i d .  C o m p a n y  g o a l s ,  
s t r a t e g i e s ,  w o r k  p r o c e d u r e s  a n d  j o b  d e s c r i p t i o n s  c h a n g e d  i n  
r e l a t i o n  t o  t h e  i s s u e s  t h a t  t h e  c o m p a n y  w e r e  c o n c e r n e d  w i t h  
a t  a  c e r t a i n  p e r i o d  o f  t i m e  a n d / o r  t h e  s i t u a t i o n  i n  t h e  
i n d u s t r y  a s  a  w h o l e  b u t  w i t h i n  t h e  c o m p a n y ' s  f u n d a m e n t a l  
o b j e c t i v e s  ( a s  i n d i c a t e d  e a r l i e r ) .
B e c a u s e  o f  t h e  c h a n g e s  t h a t  c o n s t a n t l y  e v o l v e d  i n  t h e  
c o m p a n y ,  i t  h a d  d e v e l o p e d  s e v e r a l  c h a n n e l s  o f  c o m m u n i c a t i o n  
t o  f a c i l i t a t e  t h e  f l o w  o f  i n f o r m a t i o n  t o  i t s  e m p l o y e e s  a s  
w e l l  a s  t o  r e c e i v e  t h e i r  f e e d b a c k .  F o r m a l  c h a n n e l s  o f  
c o m m u n i c a t i o n  i n c l u d e d :  s c h e d u l e d  a n d  a d  h o c  m e e t i n g s ,
m o n t h l y  n e w s l e t t e r s ,  t h e  e l e c t r o n i c - m a i l  a n d  d a i l y  n e w s  
b r i e f i n g  b y  t h e  Human R e s o u r c e  M a n a g e r .  E m p l o y e e s  w e r e  
e n c o u r a g e d  t o  v o i c e  t h e i r  o p i n i o n s  o r  g r i e v a n c e s  o n  i s s u e s  
r e l a t i n g  t o  t h e  o r g a n i s a t i o n  a s  a  w h o l e ,  t h r o u g h  p r o g r a m m e s
k n o w n  a s  ' I  r e c o m m e n d '  -  w h e r e  e m p l o y e e s  c o n t r i b u t e d  t h e i r  
i d e a s  a n d  o p i n i o n s  t o  i m p r o v e  t h e  s i t u a t i o n s  o r  t h e  
p r o d u c t s  o f  t h e  c o m p a n y  - a n d  ' S p e a k - o u t '  -  w h e r e  e m p l o y e e s  
v o i c e d  t h e i r  d i s s a t i s f a c t i o n  a n d  g r i e v a n c e s .  E v e r y  i d e a  
a n d  g r i e v a n c e  w a s  h a n d l e d  b y  a  s p e c i a l  s e c t i o n  ( E m p l o y e e  
R e l a t i o n )  i n  t h e  Human R e s o u r c e  D e p a r t m e n t .  A c t i o n s  t a k e n  
r e l a t i n g  t o  a  p a r t i c u l a r  i s s u e  w e r e  p o s t e d  o n  t h e  n o t i c e  
b o a r d  f o r  e v e r y o n e  t o  r e a d .  F o r  t h e  ' S p e a k - o u t '  p r o g r a m m e ,  
s e n d e r s  d i d  n o t  h a v e  t o  d i s c l o s e  t h e i r  i d e n t i t y .
I n f o r m a l  c o m m u n i c a t i o n  w a s  s t r o n g l y  e n c o u r a g e d  i n  t h e  
c o m p a n y .  An ' o p e n - d o o r '  p o l i c y  w a s  p r a c t i s e d  t h r o u g h o u t  
t h e  o r g a n i s a t i o n .  W e a r i n g  a  common u n i f o r m  w i t h  n a m e  t a g s  
c a r r y i n g  o n l y  e m p l o y e e s '  f i r s t  n a m e s  a n d  e a t i n g  i n  a  
c o m m u n a l  c a n t e e n  f a c i l i t a t e d  i n f o r m a l  i n t e r a c t i o n  a m o n g s t  
e m p l o y e e s  a n d  e l i m i n a t e d  t h e  f o r m a l i t y  i n v o l v e d  d u r i n g  t h e  
i n t e r a c t i o n .
i i .  A l l o c a t i o n  o f  w o r k
D i v i s i o n  o f  l a b o u r  i n  C o m p a n y  B w a s  a  c o m b i n a t i o n  o f  
s e v e r a l  f o r m s  o f  s p e c i a l i s a t i o n  o c c u r r i n g  a t  d i f f e r e n t  
l e v e l s  o f  w o r k  s t r u c t u r e .
A t  t h e  o r g a n i s a t i o n a l  l e v e l ,  e m p l o y e e s  w e r e  d i v i d e d  i n t o  
t w o  b r o a d  d i v i s i o n s ,  i . e .  t h e  m a n a g e m e n t  d i v i s i o n  a n d  t h e  
t e c h n i c a l  d i v i s i o n .  T h o s e  i n  t h e  m a n a g e m e n t  l a d d e r  w e r e  
r e s p o n s i b l e  f o r  o r g a n i s i n g  t h e  w o r k  o f  o t h e r s  a n d  t h e i r  
o p e r a t i o n a l  w o r k  w a s  b a s e d  o n  ' r e s p o n s i b l e  a u t o n o m y '  r a t h e r  
t h a n  ' d i r e c t  c o n t r o l '  ( F r i e d m a n ,  1 9 7 7 ) .  T h e i r  j o b
r e s p o n s i b i l i t i e s  w e r e  b r o a d e r ,  t h e y  w e r e  g i v e n  m o r e  
d i s c r e t i o n  i n  t h e  m a n n e r  i n  w h i c h  t h e y  p e r f o r m e d  t h e i r  w o r k  
a n d  r e l a t i v e l y  m o r e  f r e e d o m  f r o m  s u p e r v i s i o n .  Some 
m a n a g e r s  c l a i m e d  t h a t  s u c h  f l e x i b i l i t y  h a d  o f t e n  m a d e  t h e m  
l o s e  f o c u s  o f  t h e i r  r e a l  j o b  r e s p o n s i b i l i t i e s  a n d  e n d e d  u p  
h a v i n g  t o o  m a n y  t h i n g s  t o  d o  i n  t o o  l i t t l e  t i m e .
1 1 0
On t h e  o t h e r  h a n d ,  e m p l o y e e s  u n d e r  t h e  t e c h n i c a l  d i v i s i o n ,
l i k e  e n g i n e e r s ,  w e r e  s p e c i a l i s t s  i n  t h e i r  own f i e l d .  
T h e r e f o r e ,  t h e i r  w o r k  r e s p o n s i b i l i t i e s  w e r e  m o r e  f o c u s e d  a s  
i t  c o n f i n e d  t h e m  t o  p a r t i c u l a r  s k i l l s  a n d  k n o w l e d g e .  L i k e  
t h e i r  c o u n t e r p a r t  i n  t h e  m a n a g e m e n t  d i v i s i o n ,  t h e r e  w e r e  
s o m e  f o r m  o f  f l e x i b i l i t y  a n d  a u t o n o m y  i n  t h e i r  o p e r a t i o n a l  
a c t i v i t i e s .  I n  e a c h  d i v i s i o n ,  w o r k  w a s  f u r t h e r  d i v i d e d  
i n t o  20  l e v e l s  o r  g r a d e s  w h i c h  w a s  b a s e d  o n  t h e  s a l a r y  
s t r u c t u r e  a n d  t h e  g r a d i n g  p o s i t i o n  o f  e m p l o y e e s  d e t e r m i n e d  
t h e i r  w o r k  e x p e c t a t i o n s  a n d  t h e  m a n n e r  i n  w h i c h  t h e y  w o r k ,  
e i t h e r  o n  i n d i v i d u a l  o r  t e a m  w o r k  b a s i s . E m p l o y e e s  f r o m  
g r a d e  1 t o  7 ,  p e r f o r m e d  t h e i r  j o b  o n  a n  i n d i v i d u a l  b a s i s .  
H e r e ,  t h e i r  j o b s  a n d  r e s p o n s i b i l i t i e s  w e r e  v e r y  s p e c i f i c  
a n d  f o c u s e d .  G r a d e  8 a n d  a b o v e  w o r k  i n  t e a m s  who  s h a r e d  
common  s e t s  o f  g o a l s  a n d  o b j e c t i v e s .
A t  t h e  d e p a r t m e n t a l  l e v e l ,  wor lc  w a s  d i v i d e d  i n t o  f u n c t i o n a l  
a r e a s  a n d  w i t h i n  e a c h  f u n c t i o n a l  a r e a ,  i t  w a s  f u r t h e r  
d i v i d e d  i n t o  w o r k  g r o u p s  b a s e d  o n  p r o d u c t s ,  c l i e n t s  o r  
s p e c i f i c  t a s k s .  T e a m  w o r k  e x i s t e d  e i t h e r  a t  t h e  
d e p a r t m e n t a l  l e v e l  o r  a t  t h e  o r g a n i s a t i o n a l  l e v e l .  W ork  
g r o u p s  a t  d e p a r t m e n t a l  l e v e l  c o n s i s t e d  o f  e v e r y o n e  
b e l o n g i n g  t o  t h a t  p a r t i c u l a r  d e p a r t m e n t .  S i m i l a r l y ,  a t  t h e  
l e v e l  o f  t h e  o r g a n i s a t i o n ,  w o r k  w a s  a l s o  t e a m  b a s e d .  
H o w e v e r ,  t h i s  t e a m  w a s  m a d e  u p  o f  i n d i v i d u a l s  w i t h  
d i f f e r e n t  s p e c i a l i s a t i o n s .
When w o r k  w a s  p e r f o r m e d  a s  a  t e a m ,  d e c i s i o n s  w e r e  b a s e d  o n  
c o l l e c t i v e  a g r e e m e n t . C o m p a n y  B u s e d  i t s  c o r p o r a t e  v a l u e s  
a s  a  g u i d e  u p o n  w h i c h  m e m b e r s  o f  t h e  w o r k  g r o u p  b a s e d  t h e i r  
d e c i s i o n s .  T h e  v a l u e s  s p e c i f i e d  w h a t  w a s  i m p o r t a n t  f o r  t h e  
c o m p a n y  a s  a  w h o l e  a n d  h e n c e  i n d i c a t e d  t h e  a p p r o p r i a t e  
c o u r s e  o f  a c t i o n .  I n  t h i s  c o m p a n y ,  a c c o u n t a b i l i t y  a t  t h e  
l e v e l  o f  w o r k  g r o u p  w a s  o n  t h e  t e a m  l e a d e r ;  a t  d e p a r t m e n t a l  
l e v e l  a c c o u n t a b i l i t y  w a s  o n  t h e  h e a d  o f  d e p a r t m e n t ;  w h i l s t  
a t  t h e  l e v e l  o f  t h e  o r g a n i s a t i o n ,  a c c o u n t a b i l i t y  w a s  o n  t h e  
s p e c i a l i s t .
Ill
1 1 2
I n  s u m ,  t h e  d i v i s i o n  o f  l a b o u r  i n  C o m p a n y  B g a v e  r i s e  t o  
t w o  g r o u p s  o f  p e o p l e ,  i . e .  t h e  g e n e r a l i s t  ( t h o s e  i n  t h e  
m a n a g e m e n t  d i v i s i o n )  w i t h  l o w  a n d  f l e x i b l e  j o b  
s p e c i a l i s a t i o n  a n d  s p e c i a l i s t s  ( t h o s e  i n  t h e  t e c h n i c a l  
d i v i s i o n )  w i t h  h i g h  d e g r e e  o f  j o b  s p e c i a l i s a t i o n .  H o w e v e r ,  
b o t h  g r o u p s ,  i r r e s p e c t i v e  o f  t h e i r  j o b  g r a d e ,  e n j o y e d  f u l l  
a u t o n o m y  o v e r  t h e i r  j o b s .  F u r t h e r ,  w o r k  i n  t h e  m a n a g e m e n t  
d i v i s i o n  w a s  p e r f o r m e d  a t  b o t h  t h e  i n d i v i d u a l  a n d  g r o u p  
l e v e l ,  d e p e n d i n g  o n  t h e i r  j o b  g r a d e s  w h i l s t  t h a t  i n  t h e  
t e c h n i c a l  d i v i s i o n ,  w o r k  w a s  s o l e l y  p e r f o r m e d  a t  t h e  
i n d i v i d u a l  l e v e l .
4.2.1b 'Motivation System'
H e r z b e r g ' s  t w o - f a c t o r  t h e o r y  w a s  c l o s e l y  f o l l o w e d ,  w i t h  
s a l a r y  c o n s i d e r e d  a  h y g i e n e  f a c t o r  w h i l e  t h e  j o b  i t s e l f  w a s  
t h e  p r i m e  m o t i v a t o r .  C o m p a n y  B p r e o c c u p i e d  i t s e l f  w i t h  
w a y s  t o  c r e a t e  b e t t e r  q u a l i t y  o f  w o r k i n g  l i f e  f o r  i t s  
e m p l o y e e s  a n d  f o c u s  m o r e  o n  t h e  i n t r i n s i c  s a t i s f a c t i o n  o f  
w o r k  q u a l i t y .  T h o u g h  t h e  c o m p a n y  c l a i m e d  t h a t  s a l a r y  w a s  
s e c o n d a r y  t o  j o b  s a t i s f a c t i o n  i n  m o t i v a t i n g  i t s  e m p l o y e e s ,  
i t  w a s  a m o n g s t  t h e  m o s t  h i g h l y  p a i d  c o m p a n i e s  i n  t h e  
i n d u s t r y .
T h e  p a r t i c i p a t i v e  d e c i s i o n - m a k i n g ,  ' r e s p o n s i b l e  a u t o n o m y ' , 
f u n c t i o n a l  f l e x i b i l i t y ,  a n d  j o b  r o t a t i o n  i n  t h e  w o r k  
s t r u c t u r e  h a v e  b e e n  m e n t i o n e d  a l r e a d y .  T h o u g h  e v e r y  j o b  
h a d  a  w e l l  d e v e l o p e d  j o b  d e s c r i p t i o n ,  i t  m e r e l y  s e r v e d  a s  
b r o a d  g u i d e l i n e s  f o r  p e r f o r m i n g  t h e  j o b .  T h e  s a m e  a p p l i e d  
t o  r u l e s  a n d  r e g u l a t i o n s  o r  w o r k  p r o c e d u r e s .  T h e  j o b  
h o l d e r  h a d  t h e  d i s c r e t i o n  t o  p e r f o r m  h i s  w o r k  t h e  w a y  h e  
p e r c e i v e d  i t  a s  l o n g  a s  i t  d i d  n o t  j e o p a r d i s e  t h e  c o m p a n y ' s  
i n t e g r i t y  a n d  b a s i c  p r i n c i p l e s .  I n  a d d i t i o n ,  C o m p a n y  B 
a l s o  i n v e s t e d  h e a v i l y  i n  t h e  t r a i n i n g  a n d  d e v e l o p m e n t  o f  
i t s  e m p l o y e e s  w h e r e  i t  w a s  t h e  e m p l o y e e s  r a t h e r  t h a n  t h e  
c o m p a n y  t h a t  b e n e f i t e d  d i r e c t l y  f r o m  s u c h  i n v e s t m e n t .
The satisfaction of work-life was complemented by a set of
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c o r p o r a t e  v a l u e s  w h i c h  w e r e  s t r o n g l y  e m p h a s i s e d  t h r o u g h  
m e c h a n i s m s  s u c h  a s  t r a i n i n g ,  i n d u c t i o n s ,  c o m p a n y ' s  m o n t h l y  
n e w s l e t t e r s  a n d  s t o r i e s  a b o u t  t h e  f o u n d e r  o f  t h e  
o r g a n i s a t i o n .  M a n a g e r s ,  p a r t i c u l a r l y  t h e  u n i t  m a n g e r s  w e r e  
e x p e c t e d  t o  p l a y  t h e  c e n t r a l ,  a c t i v e  r o l e  i n  p r o m o t i n g  a n d  
s h a p i n g  t h e  v a l u e s  a n d  e n s u r i n g  t h a t  t h e  b e h a v i o u r  o f  t h e i r  
s u b o r d i n a t e s  w e r e  c o n s i s t e n t  w i t h  s u c h  v a l u e s .
R e w a r d s  w e r e  d e f e r r e d  a n d  l i n k e d  t o  e m p l o y e e  l o y a l t y  a n d  
p e r f o r m a n c e .  S y m b o l i c  e l e m e n t s ,  s u c h  a s  c e r t i f i c a t e s ,  
p l a q u e s ,  b a d g e s  a n d  s t a t i o n a r y  i t e m s  c a r r y i n g  t h e  
c o m p a n y ' s  l o g o  w e r e  e x t e n s i v e l y  u s e d  a s  r e w a r d s  w h i c h  
i n d i r e c t l y  r e f l e c t e d  t h e  f a c t  t h a t  t h e  c o m p a n y  r e g a r d e d  
s u c h  c o r p o r a t e  v a l u e s  a s  o n e  o f  i t s  k e y  c o n t r o l  m e c h a n i s m s - .
G e n e r a l l y ,  C o m p a n y  B m o t i v a t e d  i t s  e m p l o y e e s  t o w a r d s  
a c h i e v i n g  a  common o b j e c t i v e  b y  p a y i n g  a t t e n t i o n  t o  b o t h  
f o r m s  o f  r e w a r d s  -  e x t r i n s i c  a n d  i n t r i n s i c .  T h e  e x t r i n s i c  
r e w a r d s  w e r e  t o  a t t r a c t  p e o p l e  t o  w o r k  t h e r e  w h i l s t  t h e  
i n t r i n s i c  r e w a r d s  w e r e  t o  m a k e  t h e m  s t a y .  S t r o n g  c o r p o r a t e  
v a l u e s  w e r e  u s e d  i n  g u i d i n g  a n d  m o n i t o r i n g  t h e  b e h a v i o u r  o f  
t h e  e m p l o y e e s  a n d  i n  c r e a t i n g  a  c o m m u n i t y - l i k e  a t m o s p h e r e .
4.2.1c 'Control System'
i .  C o o r d i n a t i o n
I n  C o m p a n y  B,  b o t h  t h e  f o r m a l  a n d  i n f o r m a l  m e t h o d s  w e r e  
u s e d  i n  s y n c h r o n i s i n g  a n d  c r e a t i n g  h a r m o n y  b e t w e e n  t h e  
d i f f e r e n t  a s p e c t s  o f  t h e  d i v i d e d  w o r k  p r o c e s s .
C o o r d i n a t i o n  b e t w e e n  d e p a r t m e n t s  w a s  d o n e  t h r o u g h  s t a f f  
m e e t i n g s  w h i c h  w e r e  a t t e n d e d  b y  h e a d s  o f  d e p a r t m e n t  a n d  
s c h e d u l e d  f o r  o n c e  a  w e e k .  B e s i d e s  m e e t i n g s ,  o t h e r  
c h a n n e l s  o f  c o m m u n i c a t i o n  w e r e  a l s o  u s e d  t o  c o o r d i n a t e  
a c t i v i t i e s  b e t w e e n  d e p a r t m e n t s ,  s u c h  a s  t h e  e l e c t r o n i c  m a i l  
a n d  p h o n e  c a l l s .
S i m i l a r l y ,  w i t h i n  d e p a r t m e n t s ,  f o r m a l  d e p a r t m e n t a l  m e e t i n g s
w e r e  s c h e d u l e d ,  u s u a l l y ,  a  d a y  a f t e r  s t a f f  m e e t i n g s .  I n  
t h e  d e p a r t m e n t a l  m e e t i n g s ,  h e a d s  o f  d e p a r t m e n t  i n f o r m e d  
t h e i r  s u b o r d i n a t e s  o n  w h a t  h a d  t r a n s p i r e d  i n  t h e  s t a f f  
m e e t i n g s .  T h e  s u b o r d i n a t e s ,  i n  t u r n ,  u p d a t e d  t h e i r  
s u p e r i o r s  a n d  c o l l e a g u e s  o n  m a t t e r s  t h a t  h a d  t a k e n  p l a c e  
t h e  p r e v i o u s  w e e k  a n d  t h e  p r e s e n t  s t a t e  o f  d e v e l o p m e n t  i n  
t h e i r  r e s p e c t i v e  u n i t s .
T h e  e x t e n s i v e  u t i l i s a t i o n  o f  a  f o r m a l  c o m m u n i c a t i o n  n e t w o r k  
a l s o  f a c i l i t a t e d  c o o r d i n a t i o n  o f  w o r k  b e t w e e n  i n d i v i d u a l s .  
T h e  c o m p a n y  h i g h l y  e n c o u r a g e d  d i r e c t ,  f a c e - t o - f a c e  
i n t e r a c t i o n  a n d  a n  ' o p e n - d o o r '  p o l i c y  w a s  i n  o p e r a t i o n  
t h r o u g h o u t  t h e  c o m p a n y .  I n  c r e a t i n g  r e l a t i v e  e a s e  o f  
a c c e s s i b i l i t y  a n d  d i r e c t  i n t e r a c t i o n  a m o n g  e m p l o y e e s ,  
c u b i c l e s  w e r e  u s e d  t o  s e p a r a t e  g r o u p i n g s  o f  e m p l o y e e s  
a c c o r d i n g  t o  f u n c t i o n s  a n d  t a s k s .  T h e  c o n c e p t  o f  common 
u n i f o r m ,  n a m e  t a g s  b e a r i n g  f i r s t  n a m e s  o n l y  a n d  e a t i n g  i n  
a  c o m m u n a l  c a n t e e n  w e r e  f u r t h e r  e v i d e n c e  o f  a n  ' o p e n - d o o r '  
p o l i c y .
F u r t h e r  e v i d e n c e  t h a t  m a g n i f i e d  t h e  p r a c t i c e  o f  t h e  ' o p e n -  
d o o r '  c o n c e p t  w a s  t h e  b i a n n u a l  s c h e d u l e d  m e e t i n g s  b e t w e e n  
t h e  M a n a g i n g  D i r e c t o r  a n d  d i r e c t  w o r k e r s  -  k n o w n  a s  t h e  'MD 
T a l k '  . D u r i n g  t h i s  s e s s i o n ,  t h e  l a t t e r  w e r e  g i v e n  t h e  
o p p o r t u n i t y  t o  f o r w a r d  t h e i r  d i s s a t i s f a c t i o n  a n d  g r i e v a n c e s  
d i r e c t l y  t o  t h e  M a n a g i n g  D i r e c t o r .  I m m e d i a t e  r e s p o n s e s  t o  
t h e  p r o b l e m s  v o i c e d  w e r e  e x p e c t e d  t o  b e  g i v e n  b y  
r e p r e s e n t a t i v e s  f r o m  v a r i o u s  d e p a r t m e n t s  i n  t h e  
o r g a n i s a t i o n ,  w ho  w e r e  a l s o  p r e s e n t .
T h e r e f o r e ,  i n  C o m p a n y  B,  c o o r d i n a t i o n  o f  w o r k  a c t i v i t i e s  
w a s  c o n d u c t e d  t h r o u g h  v a r i o u s  w a y s ,  i . e .  b y  u s i n g  t h i r d  
p a r t i e s ,  b e t w e e n  g r o u p  m e m b e r s  a n d  m u t u a l  a d j u s t m e n t .  I n  
w h a t e v e r  m o d e  o f  c o o r d i n a t i o n  i n v o l v e d ,  i t  w a s  c o n d u c t e d  i n  
a  r e l a t i v e l y  i n f o r m a l  m a n n e r  a n d  i n v o l v e d  r e c i p r o c a l  
a d j u s t m e n t  a m o n g  t h o s e  c a r r y i n g  o u t  t h e  w o r k  t o  b e  
c o o r d i n a t e d .
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i i .  C o n t r o l
To e n s u r e  t h a t  w o r k  c o n f o r m e d  w i t h  p l a n s  a n d  i n t e n t i o n s ,  
C o m p a n y  B f o c u s e d  i t s  c o n t r o l  o v e r  i t s  p e r s o n n e l ,  q u a l i t y  
o f  p r o d u c t s  a n d  c o r p o r a t e  v a l u e s .
T h e  r e c r u i t m e n t  o f  i t s  p e r s o n n e l  w a s  d o n e  t h r o u g h  
a d v e r t i s e m e n t s  i n  t h e  n e w s p a p e r  a n d  r a d i o .  T h e  c o m p a n y  
a l s o  l i a i s e d  v e r y  c l o s e l y  w i t h  h i g h e r  l e a r n i n g  
i n s t i t u t i o n s ,  l o c a l  o r  o v e r s e a s ,  t a r g e t i n g  M a l a y s i a n  
s t u d e n t s  w ho  w e r e  a b o u t  t o  g r a d u a t e .
H o w e v e r ,  a s  f a r  a s  m a n a g e m e n t  p o s i t i o n s  w e r e  c o n c e r n e d ,  t h e  
c o m p a n y  p r e f e r r e d  t o  s e l e c t  e m p l o y e e s  f r o m  w i t h i n .  
A t t r i b u t e s  t h a t  t h e  c o m p a n y  c o n s i d e r e d  m o s t  i m p o r t a n t  i n  
s e l e c t i n g  p e o p l e  f o r  m a n a g e r i a l  p o s i t i o n s  w e r e  t e a m  s p i r i t  
a n d  t e c h n i c a l  c o m p e t e n c y .  F o r  d i r e c t  w o r k e r s ,  o n  t h e  o t h e r  
h a n d ,  t h e  m i n i m u m  e d u c a t i o n a l  q u a l i f i c a t i o n  r e q u i r e d  w a s  o f  
O - l e v e l  e q u i v a l e n t .
F o r  e a c h  a n d  e v e r y  j o b  o f f e r e d ,  a  j o b  d e s c r i p t i o n  w a s  d r a w n  
u p  p r i o r  t o  r e c r u i t m e n t ,  i n d i c a t i n g  m i n i m u m  a c a d e m i c  
q u a l i f i c a t i o n  r e q u i r e d  t o  p e r f o r m  t h e  j o b ,  t h e  t y p e  o f  
s k i l l s  o r  e x p e r i e n c e  n e e d e d  a n d  t h e  e x p e c t a t i o n s  t h a t  t h e  
c o m p a n y  h a d  o n  t h e  j o b .  A t e c h n i c a l  t e s t  w a s  u s e d  i n  
r e c r u i t i n g  t e c h n i c a l  p e r s o n n e l  f o r  t h e  p u r p o s e  o f  e n s u r i n g  
w h e t h e r  o r  n o t  c a n d i d a t e s  h a d  t h e  b a s i c  e l e c t r o n i c s  o r  
m e c h a n i c a l  s k i l l s  a n d / o r  k n o w l e d g e  n e c e s s a r y  t o  p e r f o r m  t h e  
j o b .
C o m p a n y  B c o m p l i e d  w i t h  t h e  g r o u p ' s  w o r l d w i d e  q u a l i t y  
s y s t e m .  T h u s ,  e a c h  d i r e c t  l a b o u r  w o r k i n g  i n  t h e  p r o d u c t i o n  
s i d e  w a s  g i v e n  a  q u a l i t y  a s s u r a n c e  h a n d b o o k  f o r  t h e i r  
r e f e r e n c e .
T h e  s p e c i a l  a t t e n t i o n  g i v e n  b y  C o m p a n y  B t o  q u a l i t y  o f  
g o o d s  p r o d u c e d  a n d  c o m p a n y  v a l u e s  w a s  s h o w n  i n  s e v e r a l  
w a y s . O n e  o f  t h e s e  w a s  t h a t  e a c h  e m p l o y e e  w a s  g i v e n  a
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c r e d i t  s i z e  c a r d  w i t h  t h e  c o m p a n y ' s  m a i n  o b j e c t i v e ,  i . e  
p r o v i d i n g  t o t a l  c u s t o m e r s  s a t i s f a c t i o n ,  w r i t t e n  d ow n  o n  t h e  
c a r d ,  b e s i d e s  c o n s t a n t  r e m i n d e r s  t h r o u g h  m e e t i n g s ,  d a i l y  
b r i e f i n g s  a n d  m o n t h l y  n e w s l e t t e r s .  I n  1 9 9 3 ,  t h e  c o m p a n y  
w a s  r e w a r d e d  w i t h  t h e  ISO 9 0 0 1  c e r t i f i c a t i o n ,  i n d i c a t i n g  
t h a t  i t s  p r o d u c t s  h a d  a t t a i n e d  t h e  m i n i m u m  q u a l i t y  
a s s u r a n c e  s t a n d a r d s  i n  d e s i g n  a n d  m a n u f a c t u r i n g  a s  s e t  b y  
t h e  I n t e r n a t i o n a l  S t a n d a r d s  O r g a n i z a t i o n .
O u t p u t  a n d  p e r f o r m a n c e  t a r g e t s  w e r e  s e t  b y  t h e  p r o d u c t i o n  
m a n a g e r s . E v e r y d a y  e a c h  p r o d u c t  m a n a g e r  c o n d u c t e d  a  
m e e t i n g  w i t h  h i s  t e a m ,  m a d e  u p  o f  t h e  p r o d u c t  s e c t i o n  h e a d s  
a n d  t h e  p r o d u c t  f a c t o r y  s u p e r v i s o r s ,  t o  m o n i t o r  a n d  r e v i e w  
p r o d u c t i o n  ' p e r f o r m a n c e  w i t h i n  t h e  l a s t  24  h o u r s  a n d  d r a w  u p  
a  p r o d u c t i o n  p l a n  f o r  t h e  n e x t  24  h o u r s .
I n  g e n e r a l ,  C o m p a n y  B c o n c e n t r a t e d  i t s  c o n t r o l  o v e r  t h e  
q u a l i t y  o f  i t s  p e r s o n n e l ,  p r o d u c t i o n  p r o c e s s ,  q u a l i t y  o f  
i t s  o u t p u t  a n d  c o r p o r a t e  v a l u e s . T h e  l o c u s  o f
r e s p o n s i b i l i t y  s e e m e d  t o  b e  w i t h  t h e  i n d i v i d u a l s  p e r f o r m i n g  
t h e  w o r k ,  s u p p l e m e n t e d  b y  s o m e  m u t u a l  a n d  e x t e r n a l  
s u p e r v i s i o n  ( i . e .  b y  s u p e r i o r s ) .
4.2.2 Summary
C o m p a n y  B w a s  a  s u b s i d i a r y  o f  a n  A m e r i c a n  MNC, p r o d u c i n g  
e l e c t r i c a l  g o o d s  f o r  b o t h  l o c a l  a n d  e x p o r t  m a r k e t .  I t  h a d  
f u l l  a u t o n o m y  o v e r  t h e  m a n a g e m e n t /  a d m i n i s t r a t i o n  o f  t h e  
p r o d u c t i o n  a c t i v i t i e s  b u t  w a s  d e p e n d e n t  o n  t h e  p r i n c i p a l  
c o m p a n y  f o r  f i n a n c i a l  s u p p o r t .
I t s  s t r a t e g i c  d e c i s i o n s  w e r e  c e n t r a l i s e d  b u t  d e m o c r a t i c  a n d  
e m e r g e n t  i n  t h e  s e n s e  t h a t  e m p l o y e e s  w e r e  g i v e n  t h e  
o p p o r t u n i t y  t o  p a r t i c i p a t e .  O p e r a t i o n a l  w o r k ,  o n  t h e  o t h e r  
h a n d ,  w a s  s u b j e c t  t o  t h e  f u l l  a u t o n o m y  o f  t h o s e  p e r f o r m i n g  
t h e  j o b s .  T h e  f l o w  o f  i n f o r m a t i o n  w a s  i n  a l l  d i r e c t i o n s ,  
b o t h  f o r m a l  a n d  i n f o r m a l .  W o rk  w a s  d i v i d e d  i n t o  t w o  m a j o r
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a r e a s ,  i . e .  m a n a g e m e n t /  a d m i n i s t r a t i v e  a n d  t e c h n i c a l .  
S p e c i a l i s a t i o n  o f  w o r k  w i t h  r e s p e c t  t o  t h e  f o r m e r  g r o u p  w a s  
l o w  a n d  f l e x i b l e  a n d  p e r f o r m e d  a t  b o t h  i n d i v i d u a l  a n d  g r o u p  
l e v e l s .  On t h e  o t h e r  h a n d ,  t h e  w o r k  o f  t h e  t e c h n i c a l  g r o u p  
w a s  h i g h l y  s p e c i a l i s e d  a n d  p e r f o r m e d  o n  a n  i n d i v i d u a l  
b a s i s .
E m p l o y e e s  w e r e  m o t i v a t e d  t h r o u g h  t h e  u s e  o f  e x t r i n s i c  a n d  
i n t r i n s i c  r e w a r d s  w i t h  s p e c i a l  e m p h a s i s  o n  c o r p o r a t e  v a l u e s  
a n d  c o m p a n y ' s  m i s s i o n .  T h e  d i v i d e d  w o r k  w a s  c o o r d i n a t e d  b y  
e v e r y o n e  i n v o l v e d  i n  t h e  w o r k  a s  w e l l  a s  b y  s u p e r v i s i o n  a n d  
m o n i t o r i n g  o f  o n e  i n d i v i d u a l  o v e r  a n o t h e r .  I n  a l l  w a y s ,  
c o o r d i n a t i o n  w a s  b o t h  f o r m a l  a n d  i n f o r m a l . C o m p a n y  B 
f o c u s e d  o n  t h e  q u a l i t y  o f  i t s  p e r s o n n e l  i n p u t s ,  t h e  p r o c e s s  
i n v o l v e d  i n  p r o d u c t i o n ,  o u t p u t  q u a l i t y  a n d  c o r p o r a t e  
v a l u e s .  S e l f ,  m u t u a l  a n d  e x t e r n a l  c o n t r o l  w e r e  u t i l i s e d  a s  
t h e  c o m p a n y ' s  c o n t r o l  m e c h a n i s m s  a n d  c a r r i e d  o u t  f o r m a l l y  
a n d  i n f o r m a l l y .  T a b l e  4 . 2  s u m m a r i s e s  t h e  m a i n  p o i n t s .
4.3 COMPANY C
C o m p a n y  C w a s  a n  a p p a r e l  m a n u f a c t u r i n g  p l a n t  o f  a  c o m p a n y  
i n c o r p o r a t e d  i n  J e r s e y  a p p r o x i m a t e l y  4 0  y e a r s .  A t  p r e s e n t  
t h e  HQ w a s  l o c a t e d  i n  H o n g  K o n g .  To  e n s u r e  c o n s i s t e n c y  a n d  
u n i f o r m i t y ,  i t s  g o a l s  a n d  p o l i c i e s  w e r e  f r o m  t h e  h e a d  
o f f i c e .  N e v e r t h e l e s s ,  HQ d i d  n o t  i n t e r f e r e  w i t h  how t h e  
c o m p a n y  o p e r a t e d  i t s  m a n u f a c t u r i n g  a c t i v i t i e s .
C o m p a n y  C w a s  e s t a b l i s h e d  i n  1 9 8 2  a n d  p r o d u c t i o n  s t a r t e d  a  
y e a r  l a t e r .  A t  t h e  t i m e  o f  t h e  s t u d y ,  i t  e m p l o y e d  3 , 7 0 0  
p e o p l e ,  w h i l s t  t h e  g r o u p  a s  a  w h o l e ,  e m p l o y e d  a p p r o x i m a t e l y  
4 0 , 0 0 0  p e o p l e .  T h i s  c o m p a n y  e n c o u r a g e d  t e a m  w o r k  a n d  
' d y n a m i s m '  w h i c h  i t  b e l i e v e d  t o  b e  t h e  k e y  e l e m e n t s  o f  
s u c c e s s .  I t  a l s o  e m p h a s i s e d  t h e  q u a l i t y  o f  i t s  p r o d u c t s  
a n d  i n f l u e n c e d  i t s  e m p l o y e e s  b y  d e s i g n i n g  a  q u a l i t y  m o t t o  
w h i c h  r e a d  "We b e l i e v e  w i t h o u t  q u a l i t y  i t  i s  a  j u n k "  . T h i s
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m o t t o  w a s  c o n s t a n t l y  e m p h a s i s e d  o n  t h e  e m p l o y e e s  a t  t h e  
p r o d u c t i o n  f l o o r .
C o m p a n y  C w a s  a n  e x p o r t - b a s e d  m a n u f a c t u r i n g  c o m p a n y  
p r o d u c i n g  a p p a r e l  t o  f u l f i l  i t s  c o n t r a c t  w i t h  l a r g e  f a s h i o n  
w a r e h o u s e s  o v e r s e a s .  I t  p r o d u c e d  m e n s  s h i r t s ,  l a d i e s  
b l o u s e s ,  k n i t  s k i r t s ,  a n d  o u t e r w e a r  p r o d u c t s .  I t
m a n u f a c t u r e d  p r o d u c t s  a c c o r d i n g  t o  t h a t  r e q u e s t e d  b y  i t s  
c u s t o m e r s  a n d  p r o d u c t i o n  w a s  l a b o u r  i n t e n s i v e .  E x c e p t  i n  
m a r k i n g  d e s i g n s  o n  f a b r i c s  ( w h i c h  w a s  c o m p u t e r i s e d )  a n d  
s o m e  i r o n i n g  ( w h e r e  a u t o m a t i c  i r o n i n g  m a c h i n e s  w e r e  u s e d  
f o r  i r o n i n g  o u t e r w e a r s )  o t h e r  p r o c e s s e s  i n v o l v e d  i n  
m a n u f a c t u r i n g  c l o t h i n g  w e r e  p e r f o r m e d  m a n u a l l y .
A s  w i t h  t h e  p r e c e d i n g  c o m p a n i e s ,  C o m p a n y  C w a s  l o c a t e d  i n  
a  d e s i g n a t e d  i n d u s t r i a l  a r e a  a n d  e n j o y e d  t a x  f r e e d o m  f o r  
a l l  i t s  e x p o r t s .  As a n  e x p o r t - b a s e d  m a n u f a c t u r i n g  c o m p a n y ,  
i t  w a s  d e p e n d e n t  o n  c e r t a i n  a g e n c i e s ,  e s p e c i a l l y  t h e  
c u s t o m s  d e p a r t m e n t  a n d  t h e  s h i p p i n g  a g e n c i e s .  P r o d u c i n g  o n  
a  c o n t r a c t  b a s i s  f o r  o v e r s e a s  c u s t o m e r s ,  i t  w a s  m e r e l y  
f u l f i l l i n g  o r d e r s  o f  f o r e i g n  p u r c h a s i n g  w a r e h o u s e s  a n d  w a s  
t h e r e f o r e ,  t o t a l l y  d e p e n d e n t  o n  i t s  h e a d  o f f i c e  f o r  
m a r k e t s .
T h e r e f o r e ,  t h e  k e y  c o n t e x t u a l  f e a t u r e s  o f  C o m p a n y  C w e r e  
t h a t  i t  w a s  a  s u b s i d i a r y  o f  a  f o r e i g n  c o m p a n y ,  p r o d u c i n g  
a p p a r e l  f o r  t h e  o v e r s e a s  m a r k e t .  S i m i l a r  t o  t h e  p r e v i o u s  
t w o  p a r t i c i p a t i n g  o r g a n i s a t i o n s  i n  t h i s  s t u d y ,  i t  d e p e n d e d  
o n  t h e  p a r e n t  c o m p a n y  f o r  f i n a n c i a l  s u p p o r t .
4.3.1 Structural Dimensions
T h e  o r g a n i s a t i o n a l  c o n f i g u r a t i o n  o f  C o m p a n y  C, a s  
i l l u s t r a t e d  i n  i t s  o r g a n i s a t i o n a l  c h a r t ,  c o u l d  b e  
c o n s i d e r e d  a s  t a l l .  U s i n g  T e u l i n g s ' s  ( 1 9 8 6 )  c a t e g o r i s a t i o n  
o f  l e v e l s  i n  m a n a g e m e n t  h i e r a r c h y ,  t h e  s t r u c t u r e  o f  C o m p a n y  
C c o u l d  b e  d i v i d e d  i n t o  3 m a i n  l e v e l s .  A t  t h e  s t r a t e g i c
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l e v e l ,  w a s  t h e  M a n a g i n g  D i r e c t o r ;  a t  t h e  s t r u c t u r a l  l e v e l ,  
w e r e  t h e  G e n e r a l  M a n a g e r ,  D e p u t y  G e n e r a l  M a n a g e r  a n d  h e a d  
o f  f u n c t i o n a l  u n i t s ,  w h i l s t  a t  t h e  o p e r a t i n g  l e v e l  w e r e  t h e  
s e c t i o n  m a n a g e r s ,  a s s i s t a n t  m a n a g e r s ,  e x e c u t i v e s  a n d  
o f f i c e r s  w ho  c o n t r o l  d i r e c t  l a b o u r .
4.3.1a 'Task System'
i .  P l a n n i n g / d e c i s i o n - m a k i n g
I n  C o m p a n y  C, t h e  M a n a g i n g  D i r e c t o r  h a d  t h e  f i n a l  a u t h o r i t y  
i n  s e l e c t i n g  s t a f f  f o r  a n y  m a n a g e r i a l  p o s i t i o n ,  i n c l u d i n g  
t h e  s e l e c t i o n  o f  m a n a g e m e n t  t r a i n e e s  f r e s h  f r o m  
u n i v e r s i t i e s .  I n  t h i s  m a t t e r ,  i t  w a s  t h e  r e s p o n s i b i l i t y  o f  
t h e  h e a d s  o f  f u n c t i o n a l  d e p a r t m e n t s  t o  c o n d u c t  p r e l i m i n a r y  
i n t e r v i e w s  f o r  t h e  M a n a g i n g  D i r e c t o r  t o  m a k e  t h e  s e l e c t i o n .  
W h i l s t  t h e  M a n a g i n g  D i r e c t o r  h a d  f i n a l  s a y  o f  s e l e c t i o n  o f  
s t a f f  f o r  m a n a g e r i a l  p o s i t i o n s ,  t h e  d e p a r t m e n t  h e a d s  h a d  
f i n a l  s a y  i n  s e l e c t i o n  o f  m a n u a l  o r  d i r e c t  l a b o u r .
F u r t h e r ,  t h e  M a n a g i n g  D i r e c t o r  h a d  f i n a l  s a y  i n  t h e  
c r e a t i o n  o f  n e w  j o b s  o r  a l t e r a t i o n  o f  r e s p o n s i b i l i t i e s  a n d  
p r o m o t i o n  o f  p e r s o n n e l  i n  t h e  c o m p a n y  w e r e  d e c i d e d  b y  t h e  
M a n a g i n g  D i r e c t o r  r e g a r d l e s s  o f  t h e  g r a d e .  T h e  p r o m o t i o n  
p r o c e s s  s t a r t e d  i n  A p r i l ,  o f  e v e r y  y e a r ,  w h e r e  d e p a r t m e n t  
h e a d s  s u b m i t t e d  t o  t h e  M a n a g i n g  D i r e c t o r  a p p r a i s a l  r e p o r t s  
o n  t h e  p e r f o r m a n c e  o f  t h e i r  s u b o r d i n a t e s ,  t h e i r  s u g g e s t i o n s  
o n  w a g e  a d j u s t m e n t  a s  w e l l  a s  a  l i s t  o f  e m p l o y e e s  
r e c o m m e n d e d  f o r  p r o m o t i o n .  T h e  M a n a g i n g  D i r e c t o r ,  i n  t u r n ,  
d e c i d e d  o n  t h e  b a s i s  o f  t h e  i n f o r m a t i o n  r e c e i v e d .
T h e  d i s m i s s a l  p r o c e s s  w a s  s i m i l a r  t o  t h e  r e c r u i t m e n t  
p r o c e s s .  W h i l s t  t h e  M a n a g i n g  D i r e c t o r  h a d  t h e  f i n a l  s a y  i n  
d i s c h a r g i n g  m a n a g e r i a l  s t a f f ,  d e p a r t m e n t  h e a d s  h a d  f u l l  
a u t h o r i t y  i n  d i s m i s s i n g  m a n u a l  o r  d i r e c t  l a b o u r .
T h e r e  w e r e  t w o  t y p e s  o f  t r a i n i n g ,  o n e  f o r  d i r e c t  l a b o u r  a n d  
t h e  o t h e r  f o r  t h o s e  w o r k i n g  i n  t h e  m a n a g e m e n t /  
a d m i n i s t r a t i v e  a r e a s . B o t h  t y p e s  o f  t r a i n i n g  w e r e  u n d e r
s e p a r a t e  u n i t s . T h e  l a t t e r  w a s  u n d e r  d i r e c t  c o n t r o l  o f  a  
R e g i o n a l  HQ. T h e  m a n a g e r  i n  c h a r g e d  o f  t h e  t r a i n i n g  
p r o g r a m m e s  h a d  t o  d e s i g n  a n d  s u b m i t  t h e  p r o g r e s s  r e p o r t  
i m m e d i a t e l y ,  i . e .  u p o n  t h e  c o m p l e t i o n  o f  a  p a r t i c u l a r  
p r o g r a m m e . T h i s  w a s  r e q u i r e d  b e c a u s e  t h e  t r a i n i n g  
p r o g r a m m e  w a s  f i r s t l y  i n t r o d u c e d  a n d  t h u s ,  i t s  s u c c e s s  w a s  
m o n i t o r e d  c l o s e l y .  T h e  s u c c e s s  o f  t h i s  p r o g r a m m e  w a s  v i t a l  
i n  t h e  i n t r o d u c t i o n  o f  t h e  s a m e  p r o g r a m m e  i n  o t h e r  s i s t e r  
c o m p a n i e s .
C o m p a n y  C s u b m i t t e d  i t s  f i n a n c i a l  r e q u i r e m e n t s  t o  t h e  
p a r e n t  c o m p a n y  a f t e r  t a k i n g  i n t o  c o n s i d e r a t i o n  t h e  
r e q u i r e m e n t s  o f  e a c h  d e p a r t m e n t ,  i . e .  b a s e d  o n  t h e  b u d g e t  
s u b m i t t e d  b y  d e p a r t m e n t  h e a d s . D e p a r t m e n t  h e a d s  h a d  t o  
s p e c i f y  i n  d e t a i l  t h e  i t e m s  r e q u i r e d  a n d  t h e  r e q u i r e d  * 
a m o u n t .  I f ,  d u r i n g  t h e  f i n a n c i a l  y e a r ,  a  d e p a r t m e n t  n e e d e d  
e x t r a  m o n e y  f o r  e x p e n s e s  n o t  i n c l u d e d  i n  t h e  p r o p o s a l , t h e n  
t h e  d e p a r t m e n t  h e a d  h a d  t o  r e q u e s t  a d d i t i o n a l  f u n d s  b y  
c o m p l e t i n g  a  s p e c i a l  f o r m  w h i c h  w a s  t h e n  s u b m i t t e d  t o  t h e  
M a n a g i n g  D i r e c t o r  f o r  a p p r o v a l .  H o w e v e r ,  i f  t h e  c o m p a n y  
s u d d e n l y  d e c i d e d  t o  c u t  i t s  e x p e n s e s ,  e s p e c i a l l y  w h e n  t h e  
d i r e c t i v e s  w e r e  f r o m  HQ, e x p e n d i t u r e  o n  i t e m s  c o n s i d e r e d  b y  
t h e  c o m p a n y  a s  u n n e c e s s a r y  w o u l d  n o t  b e  a l l o w e d  e v e n  t h o u g h  
t h a t  i t e m  h a d  b e e n  a p p r o v e d  e a r l i e r .  I n  o t h e r  w o r d s ,  
e x p e n d i t u r e  h a d  t o  b e  m a d e  w i t h i n  t h e  b u d g e t  a l l o c a t e d  b u t  
t h e  w a y  i t  w a s  s p e n t  a p p e a r e d  t o  b e  d e p e n d e n t  o n  t h e  
p r e s e n t  e n v i r o n m e n t  i n  t h e  o r g a n i s a t i o n .
P u r c h a s i n g  w a s  c e n t r a l i s e d  w i t h  t h e  P u r c h a s i n g  D e p a r t m e n t .  
T h e  p r o c e s s  o f  p u r c h a s i n g  w a s  b o u n d  b y  p r o c e d u r e s  a n d  
p r o c u r e m e n t  a n d  p r i o r i t y  w a s  t o  b e  g i v e n  t o  c e r t i f i e d  
v e n d o r s  ( s u p p l i e r s ) . H o w e v e r ,  i f  c e r t i f i e d  v e n d o r s  w e r e  
n o t  a b l e  t o  s u p p l y  t h e  n e e d e d  i t e m s ,  t h e n  t h e  i t e m  c a n  b e  
p u r c h a s e d  f r o m  o t h e r  s u p p l i e r s .  L o c a l  s u p p l i e r s  w e r e  g i v e n  
p r i o r i t y  o v e r  n o n - l o c a l s *
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M a r k e t i n g  w a s  n o t  p a r t  o f  C o m p a n y  C ' s  r e s p o n s i b i l i t y .  T h i s
a c t i v i t y  w a s  c e n t r a l i s e d  a t  t h e  HQ. H o w e v e r ,  o n c e  i t  w a s  
g i v e n  t h e  r e s p o n s i b i l i t y  t o  p r o d u c e  f o r  a  c e r t a i n  c u s t o m e r ,  
t h e  c u s t o m e r  d e a l t  d i r e c t l y  w i t h  i t  a n d  t o o k  f u l l  
r e s p o n s i b i l i t y  i n  t e r m s  o f  t h e  q u a l i t y  s t a n d a r d s  o f  i t s  
p r o d u c t s  a n d  s e r v i c e s  g i v e n  t o  t h e  c u s t o m e r .
S i n c e  C o m p a n y  C p r o d u c e d  f o r  a  r e a d y  m a r k e t ,  i t  d i d  n o t  
h a v e  a u t o n o m y  i n  d e s i g n i n g  w h a t  t o  p r o d u c e  a n d  i n  d e c i d i n g  
w h a t  t y p e s  o f  m a t e r i a l s  w e r e  n e e d e d  t o  p r o d u c e  t h e  
g a r m e n t s . T h e s e  w e r e  a l l  d e c i d e d  b y  t h e  c u s t o m e r s . 
A d d i t i o n a l l y ,  a n y  c h a n g e s  t o  t h e  t e c h n o l o g y  u s e d  i n  t h e  
m a n u f a c t u r i n g  o p e r a t i o n s  h a d  t o  b e  a p p r o v e d  b y  t h e  HQ s i n c e  
t h e  HQ w a n t e d  t o  e n s u r e  t h a t  t h e  i n t e r e s t  a n d  c o n c e r n  o f  
e x i s t i n g  a n d  p o t e n t i a l  c u s t o m e r s  w e r e  t a k e n  i n t o  
c o n s i d e r a t i o n .
T h e r e f o r e ,  b a s e d  o n  t h e  a b o v e  d e s c r i p t i o n  o f  t h e  p l a n n i n g /  
d e c i s i o n  m a k i n g  p r o c e s s  o n  t h e  a r e a s  o f  s t a f f i n g ,  
b u d g e t i n g ,  p u r c h a s i n g  a n d  p r o d u c t i o n ,  i t  a p p e a r e d  t h a t  m o s t  
o f  t h e  s t r a t e g i c ,  a n d  s o m e  o p e r a t i n g ,  d e c i s i o n s  w e r e  m a d e  
a t  t h e  t o p  a n d ,  i n  t h e  a r e a s  o f  m a r k e t i n g ,  t r a i n i n g  o f  
a d m i n i s t r a t i v e  p e r s o n n e l  a n d  c e r t a i n  a s p e c t s  o f  p r o d u c t i o n ,  
w e r e  d e c i d e d  b y  t h e  HQ.
T h e  f l o w s  o f  p o l i c i e s  w e r e  f r o m  t o p  t o  b o t t o m  a n d  f e e d b a c k  
f r o m  b o t t o m  u p .  H o w e v e r ,  t h e  ' o p e n  d o o r '  p o l i c y  p r o v i d e d  
e m p l o y e e s  a t  t h e  b o t t o m  l e v e l  w i t h  t h e  o p p o r t u n i t y  t o  g i v e  
o p i n i o n s  a n d  i d e a s  o n  m a t t e r s  r e l a t e d  t o  t h e i r  o p e r a t i o n a l  
j o b s .  A c c o r d i n g  t o  o n e  o f  t h e  p a r t i c i p a n t s ,  s u c h  
p r i v i l e g e s  w e r e  n o t  e f f e c t i v e l y  e x e r c i s e d  b y  t h e  e m p l o y e e s ,  
e x c e p t  b y  t h o s e  m a n a g e r s  a t  t h e  s t r u c t u r i n g  l e v e l ,  t h e  
r e a s o n  b e i n g  t h e y  w e r e  l e s s  c o n f i d e n t  o f  t h e m s e l v e s ,  a s  
w e l l  a s  u n c l e a r  o f  t h e i r  j o b s  r e s p o n s i b i l i t y  a n d  how t h e i r  
j o b s  r e l a t e d  t o  t h e  w h o l e  m a n a g e m e n t  s y s t e m  o f  t h e  
o r g a n i s a t i o n .
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Formal channels of information included a monthly
n e w s l e t t e r ,  w h i c h  w a s  l a u n c h e d  i n  1 9 8 6 ,  a n d  s t a f f  m e e t i n g s .  
I n f o r m a l  c o m m u n i c a t i o n  a p p e a r e d  t o  b e  m o r e  p r o m i n e n t  
b e t w e e n  t h e  d e p a r t m e n t  h e a d s  t h a n  b e t w e e n  s u b o r d i n a t e s  o f  
d i f f e r e n t  d e p a r t m e n t s .  H o w e v e r ,  i n t e r a c t i o n s  b e t w e e n  
d e p a r t m e n t  h e a d s  w e r e  p r i m a r i l y  w o r k  r e l a t e d  a n d  t h u s ,  
i n t e r a c t i o n s  w e r e  m o r e  o b s e r v e d  b e t w e e n  m a n a g e r s  p e r f o r m i n g  
c l o s e l y  r e l a t e d  f u n c t i o n s  o r  j o b s .
W o rk  r u l e s  a n d  r e g u l a t i o n s  i n  t h e  c o m p a n y  w e r e  u s u a l l y  
u n d o c u m e n t e d  a n d ,  i f  t h e r e  w a s  a n y ,  t h e y  w a s  k e p t  a t  t h e  
s t r u c t u r i n g  a n d  s t r a t e g i c  l e v e l s .  O b v i o u s l y ,  w i t h  n o  
f o r m a l  w r i t t e n  j o b  d e s c r i p t i o n s ,  p e r s o n n e l  a t  t h e  
o p e r a t i o n a l  l e v e l  p e r f o r m e d  t h e i r  j o b s  b a s e d  o n  s u p e r i o r s '  
d i r e c t i v e s  a n d  t o  s o m e  e x t e n t  o n  t h e i r  e x p e r i e n c e s  o r  
c o m p a n y ' s  t r a d i t i o n .
I n  s u m ,  t h e  f l o w  o f  i n f o r m a t i o n  i n  t h i s  c o m p a n y  s e e m e d  t o  
b e  p r e d o m i n a n t l y  f r o m  t o p  t o  b o t t o m ,  w i t h  j o b  d e s c r i p t i o n s ,  
r u l e s  a n d  p r o c e d u r e s  a b s e n t .
i i .  A l l o c a t i o n  o f  w o r k
T h e  w o r k  p r o c e s s  w a s  d i v i d e d  i n  t e r m s  o f  f u n c t i o n s  a n d  
e m p l o y e e s  w e r e  g r o u p e d  i n t o  d e p a r t m e n t s  b a s e d  o n  b r o a d  
r e l a t e d  f u n c t i o n a l  a r e a s .  T h e  P r o d u c t i o n  D e p a r t m e n t ,  
n e v e r t h e l e s s ,  w a s  t h e  o n l y  o n e  p e r f o r m i n g  l i n e  f u n c t i o n  
w h i l s t  t h e  r e m a i n i n g  d e p a r t m e n t s  p r o v i d e d  t h e  s u p p o r t  
r e q u i r e d  b y  t h a t  d e p a r t m e n t .
J o b s  w e r e  d i v i d e d  i n t o  h i g h l y  s p e c i a l i s e d  f u n c t i o n s .  
D e p a r t m e n t  h e a d s '  r e s p o n s i b i l i t i e s  a n d  t a s k s  w e r e  b r o a d e r  
t h a n  t h e i r  s u b o r d i n a t e s  w h o s e  j o b s  w e r e  r e l a t e d  t o  s p e c i f i c  
a r e a s  w i t h  b r o a d  f u n c t i o n s .  I n  a l l  c a s e s ,  e m p l o y e e s  a t  t h e  
m a n a g e r i a l  l e v e l  p e r f o r m e d  w o r k  b a s e d  o n  p r e s c r i b e d  r o l e s .
I n  s u m ,  t h e  h o r i z o n t a l  d i v i s i o n  o f  l a b o u r  i n  C o m p a n y  C w a s  
q u i t e  s i m i l a r  t o  t h a t  o f  C o m p a n y  A.  E m p l o y e e s  w e r e  d i v i d e d  
i n t o  d e p a r t m e n t s ,  p e r f o r m i n g  w o r k  b a s e d  o n  p r e s c r i b e d
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r o l e s .  E a c h  j o b  w a s  p e r f o r m e d  b y  i n d i v i d u a l s  r a t h e r  t h a n  
b y  g r o u p s .
4.3.1b 'Motivation System'
T h e  c o m p a n y  s o u g h t  t o  m o t i v a t e  i t s  e m p l o y e e s  b y  p r o v i d i n g  
a  c o m p r e h e n s i v e  r a n g e  o f  b e n e f i t s  a n d  a  s a l a r y  s c h e m e  w h i c h  
t h e  c o m p a n y  c l a i m e d  t o  b e  j u s t  a n d  f a i r .  I t  w a s  v e r y  
r e c e n t l y  t h a t  t h e  c o m p a n y  r e a l i s e d  t h e  i m p o r t a n c e  o f  
i n v e s t i n g  i n  h u m a n  d e v e l o p m e n t ,  t h a t  i t  i n v e s t e d  i n  c a r e e r  
d e v e l o p m e n t  f o r  t h o s e  p e r f o r m i n g  a d m i n i s t r a t i v e  t a s k s .
R e w a r d s  w e r e  g i v e n  f o r  o u t s t a n d i n g  p e r f o r m a n c e  a n d ,  
p r i m a r i l y ,  i n  m o n e t a r y  v a l u e s  { s a l a r y  i n c r e m e n t s  a n d  
b o n u s )  . T h e  r e w a r d s  g i v e n  w e r e  b a s e d  o n  t h e  a c h i e v e m e n t s  
o f  s e t  t a r g e t s  w i t h  t h e  a i m  o f  i n c r e a s i n g  e m p l o y e e  
p r o d u c t i v i t y  a n d  i n s t i l  o b e d i e n c e  t o  m a n a g e r i a l  
i n s t r u c t i o n s .
T h e  c o m p a n y  a p p e a r e d  t o  g i v e  p r e f e r e n c e  i n  r e c r u i t i n g /  
s e l e c t i n g  a  p a r t i c u l a r  r a c e  -  C h i n e s e .  T h e  e x i s t e n c e  o f  
h o m o g e n e i t y  o f  n o r m s  a n d  v a l u e s  s h a r e d  b y  i t s  e m p l o y e e s ,  
b a s e d  o n  t h e i r  e t h n i c  b a c k g r o u n d ,  m a y  b e  r e g a r d e d  a s  a  
c o v e r t  m e a n s  w h i c h  t h e  c o m p a n y  u s e d  f o r  s o l i c i t i n g  l o y a l t y  
a n d  c o m m i t m e n t  f r o m  t h e  e m p l o y e e s .
I n  g e n e r a l ,  C o m p a n y  C r e w a r d e d  t h e  p e r f o r m a n c e  o f  d e s i r e d  
b e h a v i o u r  m a i n l y  t h r o u g h  e x t r i n s i c  v a l u e s .  T o  a  l i m i t e d  
e x t e n t ,  h o w e v e r ,  i t  a l s o  c a p i t a l i s e d  o n  t h e  s h a r e d  n o r m s  
a n d  v a l u e s  t o  g a i n  l o y a l t y  a n d  c o m m i t m e n t  f r o m  i t s  
e m p l o y e e s .
4.3.1c 'Control System'
i . C o o r d i n a t i o n
T h e  w o r k  o f  d i f f e r e n t  d e p a r t m e n t s  w a s  c o o r d i n a t e d  t h r o u g h  
s t a f f  m e e t i n g s  c o n d u c t e d  o n c e  a  m o n t h .  B e s i d e s  t h i s ,  a d  
h o c  m e e t i n g s  w e r e  c o n d u c t e d  e x c l u s i v e l y  f o r  u n d e r t a k i n g  
c e r t a i n  p r o j e c t s  w h i c h  i n v o l v e d  p e r s o n n e l  f r o m  d i f f e r e n t
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f u n c t i o n a l  a r e a s .  W i t h i n  d e p a r t m e n t s ,  a c t i v i t i e s  w e r e  
c o o r d i n a t e d  b y  d e p a r t m e n t  h e a d s  o f  e a c h  f u n c t i o n a l  
d e p a r t m e n t . S u b o r d i n a t e s  w e r e  e x p e c t e d  t o  r e p o r t  t h e i r  
w o r k  p r o g r e s s  t o  t h e i r  s u p e r i o r s  o n  a  c o n t i n u o u s ,  i n f o r m a l  
b a s i s  a n d  o n l y  i f  n e c e s s a r y  i n  w r i t t e n  f o r m .
T h e r e f o r e ,  c o o r d i n a t i o n  i n  C o m p a n y  C w a s  c o n d u c t e d  t h r o u g h  
d i r e c t  s u p e r v i s i o n  o f  m a n a g e r s  i n  t h e  w o r k  o f  t h e i r  
s u b o r d i n a t e s  w h i c h  w a s  c a r r i e d  o u t  i n f o r m a l l y ,  t h r o u g h  
i n t e r p e r s o n a l  c o n t a c t s .
i  i  . Con t r o l
I n  t h e  a t t e m p t  t o  e n s u r e  t h a t  w o r k  c o n f o r m e d  w i t h  p l a n s  a n d  
i n t e n t i o n s  o n  a  l a r g e  s c a l e ,  C o m p a n y  C f o c u s e d  i t s  c o n t r o l  
o v e r ,  i n  d e s c e n d i n g  o r d e r  o f  p r i o r i t y ,  t h e  a c h i e v e m e n t  o f  
d e s i r e d  r e s u l t s ,  t e c h n i c a l  m e t h o d s  u s e d  i n  c a r r y i n g  o u t  t h e  
w o r k  a n d  i n p u t s ,  i . e .  k n o w l e d g e  a n d  s k i l l s  o f  t h o s e  
c a r r y i n g  o u t  t h e  w o r k .
T h e  w o r k  p r o g r e s s  o r  p e r f o r m a n c e  o f  e a c h  d e p a r t m e n t  i n  t h e  
o r g a n i s a t i o n  w a s  r e v i e w e d  o n  a  m o n t h l y  b a s i s .  H e r e  t h e  
l o c u s  o f  r e s p o n s i b i l i t y  f o r  c o n t r o l  r e s t e d  w i t h  t h e  
M a n a g i n g  D i r e c t o r  w ho  c h a i r e d  t h e  m o n t h l y  m e e t i n g s  o r  
r e v i e w e d  m a n a g e m e n t  r e p o r t s .
B e s i d e s  o u t p u t s ,  t h e  o r g a n i s a t i o n  a l s o  f o c u s e d  i t s  c o n t r o l  
o v e r  t h e  w o r k  p r o c e d u r e  u s e d  i n  c a r r y i n g  o u t  t h e  w o r k .  
D e p a r t m e n t  h e a d s  m u s t  g e t  t h e  M a n a g i n g  D i r e c t o r ' s  a p p r o v a l  
b e f o r e  i n t r o d u c i n g  a n y  n e w  p r o c e d u r e s . R o u t i n e  m a t t e r s  
w e r e  t o  b e  h a n d l e d  i n d e p e n d e n t l y ,  w i t h o u t  d i r e c t  
i n t e r v e n t i o n  o f  t h e  s u p e r i o r s .
A s  q u a l i t y  w a s  o f  p r i m e  i m p o r t a n c e  t o  C o m p a n y  C, i t  g a v e  
h i g h  a t t e n t i o n  t o  s k i l l s  a n d  e x p e r i e n c e  i n  r e c r u i t i n g  
d i r e c t  l a b o u r  i n  t h e  s e w i n g  s e c t i o n  w h i l s t  a c a d e m i c  
q u a l i f i c a t i o n s  w e r e  o f  i m p o r t a n c e  i n  r e c r u i t i n g  e m p l o y e e s  
f o r  t h e  m a n a g e m e n t  p o s i t i o n s .  T h e  m o s t  common f o r m s  o f
r e c r u i t m e n t  w e r e  a d v e r t i s e m e n t s ,  p e r s o n a l  i n t r o d u c t i o n s  a n d  
i n t e r n a l  p r o m o t i o n s .
4.3.2 Summary
C o m p a n y  C w a s  a n  a p p a r e l  m a n u f a c t u r i n g  p l a n t  e s t a b l i s h e d  b y  
a  c o m p a n y  o p e r a t i n g  i n  H o n g  K o n g  a n d  f i n a n c i a l l y  c o n t r o l l e d  
b y  t h e  HQ. T h e  HQ a l s o  c o n t r o l l e d  i t s  m a r k e t  t e r r i t o r y .  
I t  w a s  l o c a t e d  i n  a n  a r e a  w h e r e  i t  e n j o y e d  t a x  f r e e d o m  011 
g o o d s  e x p o r t e d .
P l a n n i n g  a n d  d e c i s i o n - m a k i n g  w e r e  c e n t r a l i s e d  a n d  r e s t e d  
u p o n  v e r t i c a l  f l o w s  o f  f o r m a l i s e d  i n f o r m a t i o n ,  w h e r e  r u l e s  
a n d  i n s t r u c t i o n s  f l o w  d o w n w a r d s  a n d  f e e d b a c k  i n f o r m a t i o n  
u p w a r d s . M a n a g e r s  a t  s t r a t e g i c  m a n a g e m e n t  l e v e l  d e c i d e d  o n  
m o s t  a r e a s ,  i n c l u d i n g  r e c r u i t m e n t ,  p r o m o t i o n s ,  d i s m i s s a l ,  
b u d g e t  a n d  e x p e n d i t u r e  a n d  c r e a t i o n  o f  ne w  j o b s .  
R e s p o n s i b i l i t i e s  r e l a t e d  t o  d a y - t o - d a y  o p e r a t i o n s  r e s t e d  
w i t h  m a n a g e r s  a t  t h e  s t r u c t u r i n g  l e v e l . T h o s e  a t  t h e  
o p e r a t i o n a l  l e v e l  m e r e l y  c a r r i e d  o u t  t h e  d i r e c t i v e s  o f  
t h e i r  i m m e d i a t e  s u p e r i o r s  a n d  p r o v i d e d  f e e d b a c k  
i n f o r m a t i o n .
W o rk  w a s  d i v i d e d  o n  t h e  b a s i s  o f  f u n c t i o n a l  s p e c i a l i s a t i o n  
o f  d e p a r t m e n t s  a n d  t a s k  s p e c i a l i s a t i o n  b y  i n d i v i d u a l s .  I n  
t h e  a b s e n c e  o f  j o b  d e s c r i p t i o n s ,  m a n a g e r s  p e r f o r m e d  o n  t h e  
b a s i s  o f  s u p e r i o r s '  d i r e c t i v e s ,  t h e i r  own i n i t i a t i v e s  b a s e d  
o n  e x p e r i e n c e  a n d  k n o w l e d g e ,  a n d  o n  c o m p a n y ' s  t r a d i t i o n .  
T h e  d e g r e e  o f  t a s k s  a n d  r e s p o n s i b i l i t i e s  a s c e n d e d  u p  t h e  
h i e r a r c h i c a l  l a d d e r .
D e s i r a b l e  b e h a v i o u r s  w e r e  r e w a r d e d  u s i n g  e x t r i n s i c  v a l u e s .  
R e w a r d s  w e r e  o u t p u t  r e l a t e d  a n d  r u l e s  w e r e  i n  t h e  f o r m  o f  
i m p o s e d  t e c h n i c a l  w o r k  m e t h o d s  a n d  w o r k p l a c e  t r a d i t i o n s ,  a s  
w e l l  a s  b e i n g  i m p l i c i t l y  d r a w n  u p o n  e t h n i c  c u l t u r a l  
b a c k g r o u n d  o f  t h e  m a j o r i t y  o f  p e o p l e  w o r k i n g  i n  t h e  
o r g a n i s a t i o n .  T h i s  w a s  d o n e  m a i n l y  t o  a c h i e v e  t e c h n i c a l
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e f f i c i e n c y  a n d  t o  i n s t i l  o b e d i e n c e  t o  m a n a g e r i a l  
i n s t r u c t i o n s .
C o o r d i n a t i o n  o f  w o r k  w a s  h i e r a r c h i c a l  a n d  f o r m a l  w i t h  t h e  
l o c u s  o f  r e s p o n s i b i l i t y  r e s t i n g  w i t h  t h e  s u p e r i o r s .  
C o n t r o l  w a s  e x t e r n a l  a n d  d i r e c t e d  t o w a r d s  t h e  w o r k  p r o c e s s ,  
r e l y i n g  u p o n  i m p e r s o n a l  m e c h a n i s m s .  T h e  m a i n  p o i n t s  a r e  
s u m m a r i s e d  i n  t a b l e  4 . 3 .
4.4 COMPANY D
C o m p a n y  D w a s  o r i g i n a l l y  a  f o r e i g n - o w n e d  m a n u f a c t u r i n g  
c o m p a n y ,  e s t a b l i s h e d  i n  1 9 6 6 .  U n t i l  i t  b e c a m e  a  p u b l i c -  
l i s t e d  c o m p a n y  i n  t h e  K u a l a  L u m p u r  S t o c k  E x c h a n g e  (KLSE) i n  
1 9 8 7 ,  C o m p a n y  D w a s  m a i n l y  i n v o l v e d  i n  p r o d u c i n g  g a r m e n t s  
f o r  e x p o r t  m a r k e t .  When t h e  p r e s e n t  s t u d y  w a s  c o n d u c t e d ,  
t h i s  h o l d i n g  c o m p a n y  w a s  i n v o l v e d  i n  s e v e r a l  b u s i n e s s ,  
i n c l u d i n g  g a r m e n t  m a n u f a c t u r i n g ,  p r o p e r t y  d e v e l o p m e n t  a n d  
i n v e s t m e n t ,  b u i l d i n g  m a t e r i a l s  t r a d i n g  a n d  i n v e s t m e n t  
h o l d i n g .
H o w e v e r ,  t h e  g a r m e n t  m a n u f a c t u r i n g  d i v i s i o n ,  a c c o r d i n g  t o  
t h e  c o m p a n y ' s  1 9 9 2  a n n u a l  r e p o r t ,  w a s  s t i l l  a  m a j o r  
c o n t r i b u t o r  t o  t h e  G r o u p ' s  p r o f i t .  T h u s ,  a n a l y s i s  o f  t h i s  
c o m p a n y  w i l l  f o c u s  o n  i t s  g a r m e n t  o p e r a t i o n .  W i t h  r e s p e c t  
t o  i t s  m a n u f a c t u r i n g  a c t i v i t i e s ,  i t  h a d  10  s u b s i d i a r i e s ,  
l o c a t e d  t h r o u g h o u t  M a l a y s i a .  F r o m  t h e s e  m a n u f a c t u r i n g  
p l a n t s ,  C o m p a n y  D p r o d u c e d  l a d i e s  w e a r ,  s u c h  a s  b l o u s e s ,  
s k i r t s  a n d  p a n t s ,  j e a n s  a n d  o u t e r w e a r .
A t  t h e  t i m e  o f  t h e  s t u d y ,  C o m p a n y  D h a d  9 0 0  e m p l o y e e s ,  
i n c l u d i n g  t h o s e  w o r k i n g  f o r  o n e  o f  i t s  s u b s i d i a r i e s  w h i c h  
w a s  l o c a t e d  w i t h i n  i t s  p r e m i s e s .  H o w e v e r ,  i n  t o t a l  ( i . e .  
i n c l u d i n g  t h o s e  w o r k i n g  f o r  t h e  s u b s i d i a r i e s )  t h e r e  w e r e  
5 5 0 0  p e o p l e  w o r k i n g  f o r  t h i s  o r g a n i s a t i o n .  T e c h n o l o g y  u s e d  
w a s  l a r g e - b a t c h  p r o d u c t i o n  a n d  l a b o u r  i n t e n s i v e ,  w i t h  m o s t
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of the production line manually operated.
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T h i s  c o m p a n y  w a s  l o c a t e d  i n  a  d e s i g n a t e d  i n d u s t r i a l  a r e a  i n  
M a l a y s i a  a n d  e n j o y e d  t a x  f r e e d o m  o n  a l l  i t s  e x p o r t s .  A s  a n  
e x p o r t - b a s e d  c o m p a n y ,  i t  h a d  t o  l i a i s e  c l o s e l y  w i t h  v a r i o u s  
g o v e r n m e n t  a g e n c i e s ,  p a r t i c u l a r l y  t h e  c u s t o m s  d e p a r t m e n t ,  
a n d  t h e  s h i p p i n g  a g e n t s .  S i n c e  p r o d u c t i o n  w a s  v e r y  l a b o u r  
i n t e n s i v e ,  t h e  c o m p a n y  d e p e n d e d  h e a v i l y  o n  t h e  m a r k e t  
l a b o u r  s u p p l y  a n d  h a d  a l s o  t o  d e a l  w i t h  t h e  G a r m e n t  S t a t e  
U n i o n  a s  w e l l  a s  a n  i n - h o u s e  u n i o n  e x i s t i n g  i n  i t s  
s u b s i d i a r i e s .
P r o d u c i n g  g a r m e n t s  f o r  a  r e a d y  m a r k e t  o n  a  c o n t r a c t  b a s i s ,  
t h e  s u r v i v a l  o f  t h i s  b u s i n e s s  r e l i e d  o n  o r d e r s - f r o m  i t s  
o v e r s e a s  c u s t o m e r s .  As  a  m e a s u r e  t o  r e d u c e  s u c h  
d e p e n d e n c i e s ,  t h e  c o m p a n y  o n l y  e x p o r t e d  90% o f  w h a t  i t  
p r o d u c e d  a n d  s o l d  t h e  r e m a i n i n g  10% t o  t h e  l o c a l  m a r k e t .  
T h e  f i n i s h e d  a p p a r e l  w a s  s o l d  t h r o u g h  a  t r a d i n g  c o m p a n y ,  
w h i c h  w a s  a l s o  a  s u b s i d i a r y  o f  t h e  p a r e n t  c o m p a n y .
I n  s u m ,  C o m p a n y  D w a s  d i f f e r e n t  f r o m  t h e  o t h e r  t h r e e  
o r g a n i s a t i o n s  i n  t h e  s e n s e  t h a t  i t  w a s  t h e  p r i n c i p a l  
c o m p a n y  a n d  w a s  w h o l l y - o w n e d  b y  M a l a y s i a n s .  T h e  o n l y  
p e c u l i a r i t y  a b o u t  t h i s  c o m p a n y  w a s  t h a t ,  t h o u g h  i t  w a s  a  
p u b l i c - l i s t e d  c o m p a n y  i n  M a l a y s i a ,  i t s  f i n a n c i a l  c o n d i t i o n  
w a s  c o n t r o l l e d  b y  o n e  o f  i t s  m a j o r  s h a r e h o l d e r s ,  w h i c h  
h a p p e n e d  t o  b e  l o c a t e d  i n  H o n g  K o n g .
B e l o w  i s  a n  e x a m i n a t i o n  o f  t h e  s t r u c t u r a l  d i m e n s i o n  o f  
C o m p a n y  D u s i n g  t h e  MTO f r a m e w o r k .
4.4.1 STRUCTURAL DIMENSIONS
C o m p a n y  D w a s  g o v e r n e d  b y  a  B o a r d  o f  D i r e c t o r s .  A l s o  a t  
t h e  i n s t i t u t i o n a l  l e v e l  w a s  t h e  M a n a g i n g  D i r e c t o r  a n d ,  
b e l o w  h i m ,  t h e  G e n e r a l  M a n a g e r .  T h e  G e n e r a l  M a n a g e r ' s  s p a n  
o f  c o n t r o l  w a s  t h r e e  m a n a g e r s  -  t h e  A s s i s t a n t  G e n e r a l
M a n a g e r  f o r  f i n a n c e ,  t h e  A s s i s t a n t  G e n e r a l  M a n a g e r  f o r  
c o r p o r a t e  a f f a i r s  a n d  h e a d  o f  t h e  m e r c h a n d i s i n g  d e p a r t m e n t .
T h e  A s s i s t a n t  G e n e r a l  M a n a g e r  f o r  f i n a n c e  d i v i s i o n  t o o k  
c a r e  o f  f u n c t i o n a l  d e p a r t m e n t s  i n  t h e  a r e a s  o f  f i n a n c e ,  
a c c o u n t i n g ,  e l e c t r o n i c  d a t a  p r o c e s s i n g ,  b i l l s  a n d  
m a n a g e m e n t  i n v e s t m e n t  w h i l e  t h e  A s s i s t a n t  G e n e r a l  M a n a g e r  
f o r  t h e  c o r p o r a t e  a f f a i r s  w a s  r e s p o n s i b l e  i n  t h e  a r e a s  o f  
p e r s o n n e l ,  a d m i n i s t r a t i o n ,  t r a i n i n g / t e c h n i c a l  s e r v i c e s ,  
p r o d u c t i o n  a n d  p a p e r  p a t t e r n / c u t t i n g  d e p a r t m e n t .  
A c t i v i t i e s  i n  t h e  s u b s i d i a r i e s  w e r e  c o n s o l i d a t e d  u n d e r  t h e  
g r o u p  p r o d u c t i o n  m a n a g e r .
4.4.1a 'Task System'
i .  P l a n n i n g / D e c i s i o n - m a k i n g
A t  t h e  b e g i n n i n g  o f  e a c h  y e a r ,  d e p a r t m e n t  h e a d s  p u t  f o r w a r d  
p r o p o s a l s  t o  t h e  D e p u t y  P e r s o n n e l  M a n a g e r 3, who  a l s o  
p e r f o r m e d  t h e  r o l e  o f  a  G r o u p  P e r s o n n e l  M a n a g e r ,  t h e  n u m b e r  
o f  n e w  s t a f f  t h a t  t h e y  r e q u i r e d .  T h e  D e p u t y  P e r s o n n e l  
M a n a g e r  t h e n  f o r w a r d e d  t h e  p r o p o s a l s  t o  t h e  A s s i s t a n t  
G e n e r a l  M a n a g e r  i n  c o r p o r a t e  a f f a i r s  w h o ,  i n  t u r n  r e f e r r e d  
i t  t o  t h e  G e n e r a l  M a n a g e r ,  who  h a d  t h e  f i n a l  s a y  a s  f a r  a s  
r e c r u i t m e n t  o f  s t a f f  i s  c o n c e r n e d .
R e c o m m e n d a t i o n s  f o r  p r o m o t i o n  o f  p e r s o n n e l  a t  t h e  
o p e r a t i o n a l  l e v e l  w e r e  m a d e  b y  t h e  h e a d s  o f  d e p a r t m e n t  t o  
t h e  A s s i s t a n t  G e n e r a l  M a n a g e r  o f  t h e i r  r e s p e c t i v e  
d i v i s i o n s .  F o r  t h e  s u b s i d i a r i e s ,  r e c o m m e n d a t i o n s  w e r e  
s u b m i t t e d  t o  t h e  D e p u t y  P e r s o n n e l  M a n a g e r  who  i n  t u r n ,  
s u b m i t t e d  t h e  r e c o m m e n d a t i o n s  t o  t h e  A s s i s t a n t  G e n e r a l  
. M a n a g e r  o f  C o r p o r a t e  A f f a i r s .  I f  t h e  p r o m o t i o n  w a s  t o  f i l l  
a  v a c a n c y ,  o r  i n v o l v e d  p o s i t i o n s  o f  l o w e r  r a n k  i n  t h e  
o p e r a t i n g  l e v e l ,  i . e .  a t  o f f i c e r s  l e v e l ,  t h e n  t h e  f i n a l  
d e c i s i o n  r e s t e d  w i t h  t h e  A s s i s t a n t  G e n e r a l  M a n a g e r .  F o r
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3A t  t h e  t i m e  t h e  s t u d y  w a s  c o n d u c t e d ,  t h e r e  w a s  n o  
P e r s o n n e l  M a n a g e r .  T h e  D e p u t y  P e r s o n n e l  M a n a g e r  p e r f o r m e d  t h e  
r o l e  o f  a  P e r s o n n e l  M a n a g e r  u n t i l  t h e  p o s i t i o n  i s  f i l l e d .
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p o s i t i o n s  a b o v e  t h i s  l e v e l ,  t h e  G e n e r a l  M a n a g e r  h a d  t h e  
f i n a l  s a y .  T h e  D e p u t y  P e r s o n n e l  M a n a g e r  h a d  f i n a l  s a y  i n  
p r o m o t i n g  e m p l o y e e s  a t  t h e  s u p e r v i s o r y  l e v e l  t o  
s u p e r i n t e n d e n t  l e v e l  w h i l s t  t h e  b r a n c h  m a n a g e r s  o f  t h e  
s u b s i d i a r i e s  h a d  t h e  f i n a l  s a y  i n  p r o m o t i n g  t h o s e  b e l o w  
t h i s  l e v e l  t o  t h e  s u p e r v i s o r y  l e v e l .
H o w e v e r ,  p r o m o t i o n  o t h e r  t h a n  b e c a u s e  o f  v a c a n c y ,  a p p e a r e d  
t o  b e  v e r y  l i m i t e d  a s  t h e r e  w a s  l a c k  o f  e x p a n s i o n  i n  t h e  
c o m p a n y .  T h u s ,  m o s t  o f  t h e  p e r s o n n e l  s t a y e d  a t  a  
p a r t i c u l a r  p o s i t i o n  f o r  q u i t e  a  l o n g  t i m e .  O p e r a t i n g  o n  a  
v e r y  t i g h t  b u d g e t  i m p o s e d  f u r t h e r  c o n s t r a i n t s  a s  f a r  a s  
p r o m o t i o n  o f  s t a f f  w a s  c o n c e r n e d .
T h e  A s s i s t a n t  G e n e r a l  M a n a g e r  o f  C o r p o r a t e  A f f a i r s  h a d  
f i n a l  s a y  i n  d i s m i s s a l  o f  e m p l o y e e s  b e l o w  h i m  a t  t h e  
c o r p o r a t e  l e v e l  w h i l s t  b r a n c h  m a n a g e r s  h a d  t h e  u l t i m a t e  
d i s c r e t i o n  t o  d i s m i s s  m a n u a l  w o r k e r s .  C o m p a n y  D o b s e r v e d  
p r o c e d u r e s  i n v o l v e d  i n  d i s m i s s a l  o f  f a c t o r y  w o r k e r s  
s t r i c t l y  s o  a s  t o  a v o i d  u n i o n  p r o b l e m s .
N o r m a l l y ,  t r a i n i n g  w a s  c a r r i e d  o u t  i n - h o u s e  a n d  v a r i e d  
a c c o r d i n g  t o  t h e  l e v e l s  o f  m a n a g e m e n t  i n v o l v e d .  F o r  
p e r s o n n e l  a t  t h e  s t r u c t u r i n g  l e v e l ,  t h e  c o m p a n y  c l a i m e d  t o  
h a v e  i t  e v e r y  t w o  o r  t h r e e  m o n t h s . F o r  t h o s e  a t  t h e  
o p e r a t i n g  l e v e l ,  e s p e c i a l l y  a t  s u p e r v i s o r y  l e v e l  a n d  b e l o w ,  
t r a i n i n g  w a s  g i v e n  w h e n  n e e d e d .  F o r  i n s t a n c e ,  t r a i n i n g  w a s  
g i v e n  f o r  n e w  r e c r u i t s  a n d  f o r  t h o s e  w h o ' w e r e  p r o m o t e d  t o  
h i g h e r  p o s i t i o n s .  T r a i n i n g  f o r  m a n u a l  e m p l o y e e s  o n  t h e  
p r o d u c t i o n  f l o o r  w a s  c o n d u c t e d  b y  c o m p a n y ' s  p e r s o n n e l  w h i l e  
f o r  t h e  m a n a g e m e n t  p e r s o n n e l ,  t r a i n e r s  w e r e  b r o u g h t  i n  f r o m  
o u t s i d e  o r g a n i s a t i o n s .
B u t ,  t h e s e  c l a i m s  w e r e  r e f u t e d  b y  s e v e r a l  r e s p o n d e n t s  o f  
t h i s  c o m p a n y .  A c c o r d i n g  t o  t h e m ,  t r a i n i n g  a n d  d e v e l o p m e n t  
p r o g r a m m e s  f o r  e m p l o y e e s  a t  t h e  m a n a g e m e n t  l e v e l  h a d  l o n g  
c e a s e d  t o  b e  o p e r a t i v e  a n d  n e w  e n t r y  e m p l o y e e s  r e c e i v e d
o n l y  o n - j o b  t r a i n i n g .  T h e  m a i n  r e a s o n ,  a c c o r d i n g  t o  t h e m ,  
w a s  t h a t  t h e  c o m p a n y  w a s  n o t  v e r y  i n t e r e s t e d  i n  i n v e s t i n g  
i n  i t s  h u m a n  r e s o u r c e s  a n d  w a s  m o r e  i n t e r e s t e d  i n  i n v e s t i n g  
i n  p r o p e r t y  d e v e l o p m e n t s  p r o j e c t s .
A t  t h e  e n d  o f  e a c h  y e a r ,  e v e r y  d e p a r t m e n t  h e a d  a t  t h e  
c o r p o r a t e  l e v e l  s u b m i t t e d  t h e i r  p r o p o s e d  b u d g e t  f o r  s t a f f  
s a l a r i e s ,  b a s e d  o n  t h e i r  e v a l u a t i o n  o f  how  m u c h  t h e y  
t h o u g h t  t h e i r  s a l a r i e s  f o r  t h e  n e x t  y e a r  s h o u l d  b e ,  t o  t h e  
AGM F i n a n c e  D i v i s i o n  f o r  a p p r o v a l . T h e  c o m p a n y  d i d  n o t  
h a v e  a  f o r m a l  u n i f i e d  s a l a r y  s c h e m e .
B r a n c h  m a n a g e r s ,  o n  t h e  o t h e r  h a n d ,  h a d  t o  c o m p l e t e  a  
q u e s t i o n n a i r e  c o n t a i n i n g  i t e m s  w h i c h  t h e  a c c o u n t s  
d e p a r t m e n t  c o n s i d e r e d  a s  c o n t r o l l a b l e  e x p e n s e s . T h e  
m a n a g e r s  t h e n  i n d i c a t e d  how  m u c h  t h e y  n e e d e d  i n  t h e  c o m i n g  
y e a r  a n d  a l s o  t h e  j u s t i f i c a t i o n  o n  t h e  a m o u n t  o f  m o n e y  
r e q u i r e d .  T h e  d a t a  g a t h e r e d  w e r e  t h e n  c o n s o l i d a t e d  i n t o  
t h e  c o m p a n y ' s  a n n u a l  b u d g e t  b y  t h e  a c c o u n t  d e p a r t m e n t .  
O n c e  a p p r o v e d ,  t h e  r e q u e s t e r s  h a d  t o  f o l l o w  s t r i c t l y  w h a t  
t h e y  h a d  e a r l i e r  p r o p o s e d .  E x p e n d i t u r e s  h a d  t o  b e  w i t h i n  
t h e  b u d g e t  a l l o c a t e d  a n d  m u s t  b e  s p e n t  w i t h i n  t h e  c a l e n d e r  
y e a r .  H o w e v e r ,  u n c o n t r o l l a b l e  e x p e n s e s  s u c h  a s  c o s t  o f  
s a l e s  w e r e  c o n t r o l l e d  b y  t h e  c o m p a n y ' s  t w o  l a r g e s t  
s h a r e h o l d e r s ,  o n e  w a s  a  c o m p a n y  i n  H o n g  K o n g  a n d  t h e  o t h e r  
i n  S i n g a p o r e .
Raw m a t e r i a l s  t o  b e  u s e d  i n  p r o d u c i n g  g a r m e n t s  w e r e  
p r o v i d e d  b y  t h e  c u s t o m e r s  t h e m s e l v e s .  H o w e v e r ,  o n  s o m e  
o c c a s i o n s ,  t h e y  w e r e  p u r c h a s e d  b y  t h e  m e r c h a n d i s i n g  
d i v i s i o n .  H o w e v e r ,  t h e  p u r c h a s i n g  o f  e q u i p m e n t  o r  m a c h i n e s  
n e e d e d  b y  t h e  c o m p a n y  o r  i t s  s u b s i d i a r i e s  w a s  t h e  
r e s p o n s i b i l i t y  o f  t h e  a d m i n i s t r a t i v e  d e p a r t m e n t  a t  t h e  
c o r p o r a t e  l e v e l .  P u r c h a s e  o f  i t e m s  w e r e  m a d e  f r o m  
s u p p l i e r s  t h a t  w e r e  a b l e  t o  s u p p l y  t h e  e q u i p m e n t  n e e d e d  a t  
t h e  t i m e  r e q u i r e d .  H o w e v e r ,  p r i o r  t o  a n y  p u r c h a s e  m a d e ,  
a p p r o v a l  h a d  t o  b e  o b t a i n e d  f r o m  t h e  AGM o f  t h e  f i n a n c i a l
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F o r  i t s  e x p o r t  m a r k e t ,  C o m p a n y  D w a s  d e p e n d e n t  o n  o n e  o f  
i t s  m a j o r  s h a r e h o l d e r s ,  i . e .  a  c o m p a n y  l o c a t e d  i n  H o n g  
K o n g .  T h e  l a t t e r  n e g o t i a t e d  w i t h  p o t e n t i a l  c u s t o m e r s ,  a s  
w e l l  a s  d e t e r m i n e d  C o m p a n y  D ' s  m a r k e t  t e r r i t o r i e s .  I n  
o t h e r  w o r d s ,  f o r  e x p o r t ,  C o m p a n y  D p r o d u c e d  f o r  a  r e a d y  
m a r k e t .  N e v e r t h e l e s s ,  t o  a c h i e v e  e c o n o m i c s  o f  s c a l e ,  i t  
p r o d u c e d  m o r e  t h a n  w h a t  t h e  e x p o r t  m a r k e t  r e q u i r e d .  T h e  
r e m a i n i n g  w e r e  s o l d  l o c a l l y  b y  r e t a i l  o u t l e t s ,  o w n e d  b y  
C o m p a n y  D, l o c a t e d  i n  b i g  c i t i e s  t h r o u g h o u t  M a l a y s i a .
T h e  m e r c h a n d i s i n g  d i v i s i o n ,  b e s i d e s  s o u r c i n g  m e r c h a n d i s e  a s  
r e q u i r e d  b y  t h e  c u s t o m e r s ,  a l s o  l i a i s e d  c l o s e l y  w i t h  
o v e r s e a s  c u s t o m e r s ,  t a k i n g  c a r e  o f  c u s t o m e r s '  s a t i s f a c t i o n  
a n d  c o m p l a i n t s .
W h a t  t o  p r o d u c e  a n d  w h a t  s h o u l d  t h e  f o c u s  b e  w i t h  r e s p e c t  
t o  g a r m e n t  m a n u f a c t u r i n g  w a s  d e t e r m i n e d  b y  t h e  c o m p a n y  i n  
H o n g  K o n g .  H o w e v e r ,  C o m p a n y  D h a d  f u l l  a u t o n o m y  o v e r  t h e  
m a n a g e m e n t  o f  t h e  o r g a n i s a t i o n  o f  w o r k  i n  i t s  o r g a n i s a t i o n ,  
m a k i n g  d e c i s i o n s  o v e r  t h e  p r i c i n g  o f  g o o d s  s o l d  a f t e r  
c o n s u l t i n g  t h e  c o m p a n y ' s  i n d u s t r i a l  e n g i n e e r s .
I n  C o m p a n y  D, i t  a p p e a r e d  t h a t  w r i t t e n  c o m p a n y ' s  p o l i c i e s ,  
r u l e s  a n d  r e g u l a t i o n s  f l o w e d  f r o m  t o p  t o  b o t t o m  w h i l s t  
f e e d b a c k  i n f o r m a t i o n  f l o w e d  u p w a r d s .  D e p a r t m e n t  h e a d s  
s u b m i t t e d  m o n t h l y  p e r f o r m a n c e  r e p o r t s  t o  t h e i r  r e s p e c t i v e  
A s s i s t a n t  G e n e r a l  M a n a g e r s  w h o ,  i n  t u r n ,  c o n s o l i d a t e  a l l  
t h e  r e p o r t s  a n d  s e n t  i t  t o  t h e  G e n e r a l  M a n a g e r .
T h e  m o n t h l y  w r i t t e n  r e p o r t s  o n  t h e  o v e r a l l  p e r f o r m a n c e  o f  
t h e  d i v i s i o n s ,  a s  w e l l  a s  d e t a i l  p e r f o r m a n c e  o f  e a c h  
f u n c t i o n a l  d e p a r t m e n t  w e r e  v e r y  c r u c i a l  f o r  m o n i t o r i n g  a n d  
c o n t r o l l i n g  t h e  s t a t e  o f  d e v e l o p m e n t  a n d  a c t i v i t i e s  t a k i n g  
p l a c e  i n  t h e  c o m p a n y  a s  t h e  c o m p a n y  h a d  c e a s e d  h a v i n g  
m o n t h l y  m e e t i n g s .  M o n t h l y  m e e t i n g s  w e r e  o n l y  h e l d  i f
division.
n e c e s s a r y ,  a s  p e r c e i v e d  b y  t h e  t o p  l e v e l  m a n a g e m e n t .
C o m m u n i c a t i o n  a l s o  f l o w e d  h o r i z o n t a l l y ,  i . e .  b e t w e e n  
d e p a r t m e n t s ,  d u e  t o  t h e  i n t e r d e p e n d e n c y  o f  t h e  n a t u r e  o f  
w o r k  o f  t h e  d e p a r t m e n t s  i n  t h e  o r g a n i z a t i o n .  H o w e v e r ,  t h i s  
w a s  p r e d o m i n a n t l y  c o n d u c t e d  i n f o r m a l l y  a n d  m a i n l y  w i t h i n  
d i v i s i o n s .  C o m m u n i c a t i o n  b e t w e e n  d i v i s i o n s  w e r e  l e s s  
f r e q u e n t  e x c e p t  d u r i n g  e n d  o f  y e a r  w h e n  a n n u a l  r e p o r t s  w e r e  
d u e  a n d  b e g i n n i n g  o f  t h e  y e a r  w h e n  e a c h  d e p a r t m e n t  w a s  
r e q u i r e d  t o  s u b m i t  t h e i r  b u d g e t s .
A s  f a r  a s  t h e  s u b s i d i a r i e s  w e r e  c o n c e r n e d ,  e x c h a n g e  o f  
i n f o r m a t i o n  w i t h  t h o s e  a t  t h e  c o r p o r a t e  l e v e l  w a s  f l e x i b l e  
a n d  f l u i d  a s  w e l l  a s  i n f o r m a l  s o  a s  t o  q u i c k e n  t h e  p r o c e s s  
o f  p r o b l e m  s o l v i n g .  B e c a u s e  o f  t h e  f l e x i b i l i t y  a n d  
f l u i d i t y  o f  t h e  p r o c e s s ,  s o m e t i m e s ,  a  p r o b l e m  w a s  d i s c u s s e d  
w i t h  a  c o r p o r a t e  m a n a g e r  who  w a s  n o t  q u i t e  r e l e v a n t  t o  t h e  
p r o b l e m  o r  s i t u a t i o n  f a c e d  b u t  who w a s  a p p r o a c h e d  b e c a u s e  
o f  p e r s o n a l  r e l a t i o n s h i p .  T h e  l a t t e r  w a s  t h e n  e x p e c t e d  t o  
f o r w a r d  a n d  d i s c u s s  t h e  m a t t e r  w i t h  t h e  ' r i g h t '  p e r s o n .
i i .  A l l o c a t i o n  o f  w o r k
J o b s  w e r e  b r o a d l y  p l a c e d  i n t o  t h r e e  d i v i s i o n s :  t h e
c o r p o r a t e  a f f a i r s  d i v i s i o n  w h i c h  d e a l t  w i t h  t h e  
a d m i n i s t r a t i v e  a n d  p r o d u c t i o n  s i d e  o f  t h e  c o m p a n y ,  a s  w e l l  
a s  w i t h  p r o b l e m s  f a c i n g  t h e  s u b s i d i a r i e s ;  t h e  f i n a n c e  
d i v i s i o n ,  t a k i n g  c a r e  o f  t h e  f i n a n c i a l  a s p e c t s  o f  t h e  g r o u p  
a s  w e l l  a s  d e c i d i n g  how  m o n e y  w a s  t o  b e  s p e n t ;  a n d  t h e  
m e r c h a n d i s i n g  d i v i s i o n  t h a t  w a s  r e s p o n s i b l e  f o r  d e a l i n g  a n d  
t a k i n g  c a r e  o f  t h e  c o m p a n y ' s  c u s t o m e r s .
I n  e a c h  d i v i s i o n ,  w o r k  w a s  d i v i d e d  i n t o  f u n c t i o n a l  
d e p a r t m e n t s  w h i c h ,  i n  t u r n ,  w e r e  f u r t h e r  d i v i d e d  i n t o  
s p e c i f i c  t a s k s  h a n d l e d  b y  i n d i v i d u a l  e m p l o y e e s ,  a c c o r d i n g  
t o  t h e i r  p e r c e p t i o n s  o f  w h a t  t h e y  w e r e  s u p p o s e d  t o  d o ,  
b a s e d  m a i n l y ,  o n  t h e i r  s u p e r i o r s '  d i r e c t i v e s  a n d  w o r k  
e x p e r i e n c e  a s  w e l l  a s  t r a d i t i o n a l  w a y s  o f  d o i n g  t h i n g s  i n
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I n  s u m ,  f r o m  t h e  e v i d e n c e  g a t h e r e d  o n  t h e  d i s t r i b u t i o n  o f  
a u t h o r i t y  a n d  f l o w  o f  i n f o r m a t i o n ,  C o m p a n y  D c a n  b e  s a i d  t o  
b e  e x e r c i s i n g  b o t h  c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  d e c i s i o n ­
m a k i n g .  S t r a t e g i c  d e c i s i o n s  r e s t e d  w i t h  a  f e w  p e o p l e  a t  
t h e  t o p  w h i l s t  o p e r a t i o n a l  d e c i s i o n s  w e r e  d i s p e r s e d  
t h r o u g h o u t  t h e  o r g a n i s a t i o n .  M e a n w h i l e ,  j o b s  w e r e  h i g h l y  
s p e c i a l i s e d  a n d  p e r f o r m e d  b a s e d ,  n o t  o n  p r e s c r i b e d  r o l e s ,  
b u t  p e r c e p t i o n s  o f  t h e  j o b h o l d e r s  a s  w h a t  t h e y  w e r e  
e x p e c t e d  t o  d o  a n d  s u p e r i o r s  d i r e c t i v e s ,  b e s i d e s  t h e i r  own 
e x p e r i e n c e
4.4.1b 'Motivation System'
M o n e y  w a s  s e e n  a s  t h e  p r i m e  m o t i v a t o r .  B e s i d e s  m o n e y ,  
i n t e r n a l  p r o m o t i o n  w a s  p r a c t i s e d ,  t h o u g h  v e r y  l i m i t e d .  
M a n a g e r s  w e r e  r e s p o n s i b l e  f o r  m o t i v a t i n g  t h e i r  s u b o r d i n a t e s  
t o  a c h i e v e  c o m p a n y ' s  t a r g e t .  N o r m a l l y ,  r e w a r d s  w e r e  i n  
m o n e t a r y  f o r m  a s  t h e  c o m p a n y  b e l i e v e d  t h a t  t h i s  w a s  t h e  
t y p e  o f  r e w a r d  t h a t  m e m b e r s  o f  t h e  o r g a n i z a t i o n  p r e f e r r e d  
t o  r e c e i v e .
B e s i d e s  m o n e y ,  e x c e l l e n t  p e r f o r m e r s  w e r e  r e w a r d e d  b y  m a k i n g  
t h e m  e l i g i b l e  t o  s u b s c r i b e  t o  t h e  E x e c u t i v e s '  S h a r e  O p t i o n  
S c h e m e  w h e r e  s h a r e s  c o u l d  b e  b o u g h t  b e l o w  t h e  m a r k e t  p r i c e  
o f  RM 1 . 3 3 .  H o w e v e r ,  b e c a u s e  t h e  c o m p a n y  w a s  n o t  h i g h l y  
a c t i v e  a n d  b e n e f i t s  f r o m  p u r c h a s e s  o f  t h e  s h a r e  w e r e  n o t  
e n c o u r a g i n g ,  s u c h  s c h e m e  w a s  n o t  f u l l y  e x e r c i s e d  b y  t h e  
e l i g i b l e  e m p l o y e e s .
T h o u g h  t h e r e  w e r e  w r i t t e n  r u l e s  a n d  r e g u l a t i o n s ,  a n d  
p r o c e d u r e s  t o  f o l l o w ,  m a n a g e r s  a t  t h e  c o r p o r a t e  l e v e l  a n d  
t h e  b r a n c h  l e v e l  w e r e  n o t  b o u n d  t o  f o l l o w  t h e m .  T h e y  w e r e  
a l l o w e d  t o  f o l l o w  t r a d i t i o n  o r  u s e  t h e i r  ow n  i n i t i a t i v e  i n  
p e r f o r m i n g  t h e i r  w o r k  t a s k s .
the organisation.
T r a n s f e r  o f  p e r s o n n e l  b e t w e e n  d e p a r t m e n t s  w a s  n o t
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p r a c t i s e d .  T h e  c o m p a n y  b e l i e v e d  t h a t  i t  t o o k  d i f f e r e n t  
k i n d  o f  s k i l l s  a n d  k n o w l e d g e  t o  p e r f o r m  j o b s  i n  e a c h  
d i v i s i o n  ( i . e .  f i n a n c i a l  a n d  c o r p o r a t e  a f f a i r s  d i v i s i o n s ) .  
H o w e v e r ,  m o b i l i t y  w i t h i n  d i v i s i o n s  a n d  b e t w e e n  s u b s i d i a r i e s  
w a s  g e n e r a l l y  p r a c t i s e d .
I t  w a s  a l s o  o b s e r v e d  t h a t  t h i s  c o m p a n y  g a v e  p r e f e r e n c e  t o  
a  p a r t i c u l a r  r a c e  -  C h i n e s e .  T h u s ,  t h e  m a n n e r  i n  w h i c h  t h e  
e m p l o y e e s ' s h o u l d  b e h a v e ,  e s p e c i a l l y  i n  r e l a t i o n  t o  t h e i r  
s u p e r i o r s  w e r e  i m p l i c i t l y  a c k n o w l e d g e d .  T h e  c o m p a n y  a l s o  
e x p e c t e d  l o y a l t y  a n d  c o m m i t m e n t  f r o m  i t s  e m p l o y e e s  b a s e d  o n  
t h e  s h a r e d  n o r m s  a n d  v a l u e s .
F r o m  t h e  e v i d e n c e ,  t h e r e  a p p e a r e d  t o  b e  r e l a t i v e l y  l e s s  
e f f o r t  m a d e  t o  m o t i v a t e  e m p l o y e e s .  M o n e y  w a s  t h e  p r i m e  
f a c t o r  u s e d  t o  i n f l u e n c e  e m p l o y e e s  b e h a v i o u r  a n d ,  i n  a  
c o v e r t  m a n n e r ,  s h a r e d  c u l t u r a l  n o r m s  a n d  v a l u e s  w e r e  
i m p l i c i t l y  u s e d  t o  s o l i c i t  l o y a l t y  a n d  c o m m i t m e n t .
4.4.1c 'Control System'
i . C o o r d i n a t i o n
W i t h  t h e  a i m  o f  c u t t i n g  c o o r d i n a t i o n  c o s t s ,  s t a f f  m e e t i n g s  
w e r e  n o t  r e g u l a r l y  c o n d u c t e d  u n t i l  m a n a g e r s  a t  t h e  
s t r a t e g i c  l e v e l  c o n s i d e r e d  i t  n e c e s s a r y .  T h u s ,
c o o r d i n a t i o n  o f  a c t i v i t i e s  w a s  p r i m a r i l y  b a s e d  o n  t h e  
b i m o n t h l y  a n d  b i a n n u a l  m a n a g e m e n t  r e p o r t  t h a t  d e p a r t m e n t  
h e a d s  s u b m i t t e d  t o  t h e i r  i m m e d i a t e  s u p e r i o r .  I n f o r m a l  
e x c h a n g e  o f  c o m m u n i c a t i o n  b e t w e e n  m a n a g e r s  o f  d i f f e r e n t  
d i v i s i o n s  w e r e  m i n i m a l  d u e  t o  m i n i m a l  i n t e r d e p e n d e n c y  i n  
t h e  n a t u r e  o f  t h e i r  j o b s .  I n t e r a c t i o n s  b e t w e e n  m a n a g e r s  
w i t h i n  d i v i s i o n s  w a s  a l s o  o b s e r v e d  t o  b e  l i m i t e d  t o  w o r k -  
r e l a t e d  a r e a s .
W i t h i n  d e p a r t m e n t s ,  i t  w a s  t h e  r o l e  o f  t h e  d e p a r t m e n t  h e a d  
t o  c o o r d i n a t e  t h e  a c t i v i t i e s  a s  t h e r e  w a s  a l s o  n o  m e e t i n g  
a t  d e p a r t m e n t a l  l e v e l .
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As f a r  a s  p e r s o n n e l  a t  t h e  c o r p o r a t e  l e v e l  w a s  c o n c e r n e d ,  
t h e  D e p u t y  P e r s o n n e l  M a n a g e r  c o n s o l i d a t e s  m a t t e r s  
p e r t a i n i n g  t o  s a l a r y  s c a l e  ( w h i c h  i s  d e t e r m i n e d  a f t e r  
c o n s u l t i n g  t h e  A s s i s t a n t  G e n e r a l  M a n a g e r ) , w r o t e  t e r m s  a n d  
c o n d i t i o n s  o f  e m p l o y m e n t  a n d  m o n i t o r e d  t h e  c o r p o r a t e  
e m p l o y e e s '  p e r f o r m a n c e .  E v a l u a t i o n  w a s  m a d e  b y  t h e  
a p p r o p r i a t e  i m m e d i a t e  s u p e r i o r ,  b u t  i t  w a s  t h e  D e p u t y  
P e r s o n n e l  M a n a g e r  w ho  e v a l u a t e d  t h e  r e c o m m e n d a t i o n s  a n d  
d e c i d e d  o n  s a l a r y  i n c r e m e n t s  a t  t h e  e n d  o f  t h e  y e a r .
i i .  C o n t r o l
C o n t r o l  i n  C o m p a n y  D w a s  e x e r c i s e d  o v e r  i t s  m a t e r i a l  
i n p u t s ,  t e c h n i c a l  a n d  b e h a v i o u r i a l  m e t h o d s  u s e d  i n  c a r r y i n g  
o u t  t h e  w o r k  a n d  f i n a n c i a l  p e r f o r m a n c e  a t  t h e  e n d  o f  t h e  
f i n a n c i a l  y e a r .  T h e  m e r c h a n d i s i n g  d e p a r t m e n t  w a s
r e s p o n s i b l e  f o r  t h e  p u r c h a s e  o f  m a t e r i a l s  r e q u i r e d  i n  t h e  
p r o d u c t i o n  o f  c l o t h e s .  T h e  s p e c i f i c a t i o n  i n d i c a t e d  b y  
c u s t o m e r s  w e r e  f o l l o w e d  c l o s e l y  s o  a s  t o  p r o d u c e  g o o d s  t o  
t h e  s a t i s f a c t i o n  o f  t h e  c u s t o m e r s .
B e s i d e s  m a t e r i a l s ,  t h e  p r o c e s s  i n v o l v e d  d u r i n g  t h e  
t r a n s f o r m a t i o n  s t a g e  w a s  a l s o  c l o s e l y  m o n i t o r e d ,  e s p e c i a l l y  
b y  t h e  q u a l i t y  c o n t r o l  p e r s o n n e l  who  c o n d u c t e d  i n s p e c t i o n s  
a t  e v e r y  s t a g e  o f  t h e  p r o d u c t i o n  p r o c e s s .  M uch  a t t e n t i o n  
w a s  p a i d  t o  t h e  q u a l i t y  o f  t h e  s e w i n g  o f  t h e  c l o t h e s  a n d  
t h i s  i s  w hy  o n l y  e x p e r i e n c e d  s e w e r s  w e r e  r e c r u i t e d .  
F u r t h e r ,  w a s t a g e  i n  m a t e r i a l  u s a g e  w a s  m i n i m i s e d  b y  t h e  u s e  
o f  c o m p u t e r s  i n  c u t t i n g  t h e  m a t e r i a l s  a c c o r d i n g  t o  d e s i r e d  
s i z e s  a n d  f a s h i o n s . I n d u s t r i a l  e n g i n e e r s  w e r e  d i r e c t e d  t o  
p r o d u c e  t h e  p r o d u c t i o n  s c h e d u l e  f o r  t h e  p r o d u c t i o n  p e o p l e  
s o  a s  t o  a v o i d  d e l a y  i n  s h i p m e n t  o f  g o o d s  a n d  t o  r e d u c e  
s t o r a g e  c o s t s  f o r  b o t h  i n p u t  m a t e r i a l s  a s  w e l l  a s  f i n i s h e d  
g o o d s .
A t  t h e  e n d  o f  t h e  y e a r ,  t h e  c o m p a n y  p r o d u c e d  i t s  a n n u a l  
f i n a n c i a l  r e p o r t  f o r  t h e  i n t e r e s t  o f  i t s  s h a r e h o l d e r s .  As 
s u c h ,  i t  w a s  p a r t i c u l a r l y  c o n c e r n e d  w i t h  t h e  p r o f i t  g a i n e d
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a n d  i n  e n s u r i n g  a  l a r g e  p r o f i t  m a r g i n .  T h u s ,  t h e  c o m p a n y  
c l o s e l y  m o n i t o r e d  i t s  o p e r a t i o n a l  c o s t s .  A c c o r d i n g  t o  o n e  
o f  t h e  p a r t i c i p a n t s ,  t h e  m a i n  r e a s o n  b e h i n d  t h e  e l i m i n a t i o n  
o f  s t a f f  m e e t i n g s  b e t w e e n  m a n a g e r s  a t  t h e  c o r p o r a t e  l e v e l  
a n d  s u b s i d i a r i e s ,  w a s  t o  c u t  t h e  c o s t  i n c u r r e d  i n  b r i n g i n g  
i n  a l l  t h e  p l a n t  m a n a g e r s ,  l o c a t e d  t h r o u g h o u t  M a l a y s i a ,  t o  
t h e  HQ.
I n  s h o r t ,  t h e  c o n t r o l '  s y s t e m  i n  C o m p a n y  D w a s  m a i n l y  
c a r r i e d  o u t  b y  a  t h i r d  p a r t y ,  h i g h l y  i m p e r s o n a l  a n d  f o c u s e d  
o n  m a t e r i a l  i n p u t s ,  p r o c e s s  a n d  f i n a n c i a l  p e r f o r m a n c e .
4.4.2 Summary
C o m p a n y  D w a s  a  h o l d i n g  c o m p a n y ,  h a n d l i n g  f o u r  d i f f e r e n t  
b u s i n e s s  s e c t o r s ,  b u t  p a y i n g  m o s t  a t t e n t i o n  t o  i t s  g a r m e n t  
d i v i s i o n .  T h u s ,  t h i s  s t u d y  f o c u s e s  o n  t h e  m a n a g e m e n t  
s t r u c t u r e  w i t h  r e s p e c t  t o  g a r m e n t  m a n u f a c t u r i n g .
A l t h o u g h  i t  w a s  a  h o l d i n g  c o m p a n y ,  t h e  g a r m e n t  d i v i s i o n  a n d  
i t s  f i n a n c i a l  s i t u a t i o n  w e r e  u n d e r  t h e  c o n t r o l  o f  i t s  m a j o r  
s h a r e h o l d e r ,  a  c o m p a n y  i n  H o n g  K o n g .  T h e  l a t t e r  h a s  t h e  
u l t i m a t e  s a y  i n  t e r m s  o f  w h a t  t o  p r o d u c e  a n d  f o r  whom. 
F i n a n c i a l l y ,  i t  i s  a l s o  u n d e r  t h e  c o n t r o l  o f  t h e  c o m p a n y  i n  
H o n g  K o n g .  I t s  o n l y  a u t o n o m y  w a s  i n  t e r m s  o f  s t r u c t u r i n g  
o f  t h e  w o r k  s t r u c t u r e ,  c u s t o m e r  c a r e  a n d  a c t i v i t i e s  o f  i t s  
p r o d u c t i o n  p l a n t s  a n d  o t h e r  s u b s i d i a r i e s  n o t  r e l a t e d  t o  
p r o d u c t i o n  o f  g a r m e n t s .
I n  t h i s  c o m p a n y ,  a t  t h e  c o r p o r a t e  l e v e l ,  t h e r e  w a s  e v i d e n c e  
o f  a  s e p a r a t i o n  o f  t h e  m a n a g e m e n t  p r o c e s s  f r o m  t h e  . w o r k  
p r o c e s s  i n  a r e a s  o f  o p e r a t i o n a l  w o r k .  H o w e v e r ,  t h e r e  w a s  
s o m e  d e g r e e  o f  r e i n t e g r a t i o n  o f  t h e  m a n a g e m e n t  p r o c e s s  i n t o  
t h e  w o r k  p r o c e s s  i n  t h e  r e l a t i o n s h i p  b e t w e e n  t h e  p a r e n t  
c o m p a n y  a n d  i t s  s u b s i d i a r i e s ,  p a r t i c u l a r l y  o n  i s s u e s  
r e l a t e d  t o  o p e r a t i o n a l  a c t i v i t i e s .
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T h o u g h  t h e  c o m p a n y  i n d i c a t e d  t h a t  i t  w a s  o p e r a t i n g  a s  a  
d e c e n t r a l i s e d  o r g a n i s a t i o n ,  e v i d e n c e  i n d i c a t e d  t h a t  t h e r e  
w a s  a  m i x t u r e  o f  c e n t r a l i s a t i o n  a n d  d e c e n t r a l i s a t i o n  o f  
d e c i s i o n - m a k i n g  a u t h o r i t y .  F u l l  a u t o n o m y ,  n e v e r t h e l e s s ,  
w a s  g i v e n  t o  t h e  s u b s i d i a r i e s  b u t  d o  n o t  o p e r a t e  w i t h  
p e o p l e  a t  t h e  c o r p o r a t e  l e v e l . T h e  s y s t e m  r e s t e d  u p o n  
v e r t i c a l ,  f o r m a l  f l o w  o f  i n f o r m a t i o n .
E m p l o y e e s  w e r e  l a r g e l y  g r o u p e d  i n t o  b r o a d  f u n c t i o n a l  
d i v i s i o n s  t h a t  w e r e  h i g h l y  s p e c i a l i s e d .  W i t h i n  e a c h  
d i v i s i o n s ,  e m p l o y e e s  w e r e  d i v i d e d  i n t o  s m a l l e r  g r o u p s  o r  
d e p a r t m e n t s  a n d  e a c h  g r o u p  h a n d l e d  a  n a r r o w e r  a s p e c t  o f  t h e  
b r o a d  f u n c t i o n s .  I n d i v i d u a l  e m p l o y e e s  p e r f o r m e d  w o r k  t h a t  
w a s  r e s t r i c t e d  t o  p a r t i c u l a r  t a s k s .
E m p l o y e e s  w e r e  m a i n l y  m o t i v a t e d  b y  r e w a r d s  o f  m o n e t a r y  
v a l u e  w h i c h  w e r e  r e l a t e d  t o  o u t p u t .  W o r k p l a c e  r e g u l a t i o n s  
a n d  w o r k  p r o c e d u r e  w e r e  c l o s e l y  o b s e r v e d  i n  t h e  p r o d u c t i o n  
d e p a r t m e n t  o n  t h e  g r o u n d s  o f  a c h i e v i n g  t e c h n i c a l  e f f i c i e n c y  
w h i l s t ,  i n  o t h e r  d e p a r t m e n t s ,  r u l e s  t o o k  t h e  f o r m  o f  
i n t e r n a l  p r o b l e m - s o l v i n g  s k i l l  d u e  t o ,  n o t  t h e  a b s e n c e  o f  
f o r m a l  r u l e s ,  b u t  n e g l e c t  o f  t h o s e  r u l e s .  F u r t h e r ,  t h e  
c o m p a n y  a l s o  c a p i t a l i s e d  o n  t h e  n o r m a t i v e  v a l u e s  s h a r e d  b y  
t h e  m a j o r i t y  o f  i t s  e m p l o y e e s  i n  g a i n i n g  l o y a l t y  a n d
c o m m i t m e n t .
C o o r d i n a t i o n  o f  w o r k  w a s  c a r r i e d  o u t  t h r o u g h  f o r m a l  l i a i s o n  
i n  t h e  f o r m  o f  m o n t h l y  r e p o r t s . R e g u l a r  m e e t i n g s  a t
c o r p o r a t e  l e v e l  o r  b e t w e e n  t h e  c o r p o r a t e  a n d  t h e
s u b s i d i a r i e s  h a d  b e e n  s t o p p e d  a s  t h e  c o m p a n y  c l a i m e d  t h a t
i t  w a s  a  w a s t e  o f  m o n e y  a n d ,  i n s t e a d ,  m e e t i n g s  w e r e  o n l y  
h e l d  i f  a n d  w h e n  n e c e s s a r y .  T h e  f o c u s  o f  c o n t r o l  w a s  u p o n  
m a t e r i a l  i n p u t ,  p r o c e s s e s  a n d  f i n a n c i a l  g a i n s .  T a b i d  4 . 4  
s u m m a r i s e s  t h e  m a n a g e m e n t  o f  w o r k  i n  C o m p a n y  D.
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We a r e  now  i n  a  p o s i t i o n  t o  c o m p a r e  a n d  c o n t r a s t  f o r m s  o f  
o r g a n i s a t i o n  i n  t h e  p a r t i c i p a t i n g  c o m p a n i e s .  T h e  f o u r
c o m p a n i e s  r e v e a l  s i g n i f i c a n t  s i m i l a r i t i e s  a s  w e l l  a s  
d i f f e r e n c e s  i n  t h e i r  c o n t e x t u a l  a n d  s t r u c t u r a l  f e a t u r e s :  
t h e s e  a r e  s u m m a r i s e d  i n  T a b l e s  4 . 1  -  4 . 4 .
4.5.1 Contextual Features
T h e  3<cey s i m i l a r i t i e s  i n  t h e  c o n t e x t u a l  f e a t u r e s  o f  t h e  
c o m p a n i e s  a r e  t h a t  a l l  o f  t h e m  w e r e  e x p o r t - b a s e d  
m a n u f a c t u r i n g  c o m p a n i e s ,  l a b o u r  i n t e n s i v e  a n d  a i m i n g  t o  
p r o v i d e  c u s t o m e r  c a r e  s e r v i c e s . L o c a t e d  i n  d e s i g n a t e d  
i n d u s t r i a l  a r e a s  s i t u a t e d  t h r o u g h o u t  M a l a y s i a ,  t h e y  e n j o y e d  
t a x  f r e e d o m  o n  g o o d s  e x p o r t e d  b u t  a t  t h e  s a m e  t i m e  w e r e
g o v e r n e d  b y  s i m i l a r  e n v i r o n m e n t a l  c o n s t r a i n t s ,  s u c h  a s
r u l e s  a n d  r e g u l a t i o n s  s e t  b y  M a l a y s i a n  g o v e r n m e n t ,  t r a d e  
a n d  c u s t o m  p r o c e d u r e s  a n d  r e g u l a t i o n s ,  a n d  w e r e  
c o n s i d e r a b l y  d e p e n d e n t  o n  m a t e r i a l  s u p p l i e r s  a n d  l a b o u r  
m a r J c e t .
4 . 5  C O N C LU S IO N
139
Table 4.1: Management system in Company A
Management p r o c e s s To some e x t e n t ,  ow nersh ip  and 
management f u n c t i o n s  were 
s e p a r a te d
Area o f  a p p l i c a t i o n Throughout th e  o r g a n i s a t i o n
P1a n n in g /d e  c i  s i  o n -making
Degree o f  c e n t r a l i s a t i o n
Flows o f  i n f o r m a t i o n /  
com m unication
C e n t r a l i s e d  b u t  p y ra m id a l .  
Managers a t  t h e  s t r a t e g i c  l e v e l  
d e c id e d  on b ro a d  p o l i c i e s  w h i l s t  
th o s e  low er down th e  m a n a g e r ia l  
l e v e l  made d e c i s i o n s  w i t h in  th e  
b ro a d  p o l i c i e s .
P re d o m in a n tly  v e r t i c a l  and fo rm al
A l l o c a t i o n  o f  work
Form o f  s p e c i a l i s a t i o n  
L eve l  o f  s p e c i a l i s a t i o n  
Degree o f  s p e c i a l i s a t i o n
By f u n c t i o n s  and, i n  t h e  
p r o d u c t io n  a r e a ,  by  c l i e n t s  
D epartm ents  and i n d i v i d u a l  work 
r o l e s
High; jo b s  b a s e d  on p r e s c r i b e d  
r o l e s
M o t iv a t io n
Rewards
R ules
R a t io n a l e s
P r im a r i l y  e x t r i n s i c ;  b a se d  on 
o u tp u t  p e rfo rm a n c e  
T e c h n ic a l  work m ethods ( in  
m a n u fa c tu r in g  o p e r a t i o n s )  and 
i n t e r n a l  p r o b le m -s o lv in g  s k i l l s  
T e c h n ic a l  e f f i c i e n c y  as  w e l l  as 
ach ievem en t e t h i c s
C o o r d in a t io n
Locus o f  r e s p o n s i b i l i t y  
Method
Degree o f  f o r m a l i t y
Managers and s u p e r v i s o r s ;
workflow
D i r e c t io n
P re d o m in a n tly  fo rm a l
C o n t ro l
Focus
Locus o f  r e s p o n s i b i l i t y  
Degree o f  i m p e r s o n a l i t y  
D egree o f  f o r m a l i t y
In p u t ,  p r o c e s s  and p ro d u c t  o u tp u t  
E x te rn a l
M ain ly  im p e rso n a l  
Formal
Table 4.2: Management system in Company B
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Management p r o c e s s R e i n t e g r a t i o n  o f  management 
f u n c t i o n s  and some ow nersh ip  
f u n c t i o n s  i n t o  t h e  work p r o c e s s
Area o f  a p p l i c a t i o n Throughout th e  o r g a n i s a t i o n
P la n n in g /d e c i s io n - m a k in g
Degree o f  c e n t r a l i s a t i o n
Flows o f  i n f o r m a t io n /  
com m unication
S t r a t e g i c  d e c i s i o n s  c e n t r a l i s e d  
b u t  d e m o c ra t ic  and em ergent 
w h i l s t  o p e r a t i o n a l  d e c i s i o n s  were 
d i s p e r s e d  th ro u g h o u t  th e  
o r g a n i s a t i o n
O m n id i r e c t io n a l ,  i n t e r a c t i v e  
i n v o lv in g  b o th  fo rm a l  and 
in fo rm a l  methods
A l l o c a t i o n  o f  work
Form o f  s p e c i a l i s a t i o n
L eve l  o f  s p e c i a l i s a t i o n  
Degree o f  s p e c i a l i s a t i o n
By f u n c t i o n s  and, i n  th e  
p r o d u c t io n  d e p a r tm e n t ,  by 
p r o d u c t s
D i v i s i o n s ,  d e p a r tm e n ts ,  work 
group and i n d i v i d u a l  
Low; h ig h ly  f l e x i b l e  and 
autonomous
M o t iv a t io n
Rewards
R ules
R a t io n a l e s
D e fe r r e d ,  e x t r i n s i c  and job  
s a t i s f a c t i o n
Q u a l i t y / s e r v i c e  s t a n d a r d s  and 
com pany's norms
O r g a n i s a t io n  as  a community w ith  
a m is s io n
C o o r d in a t io n
Locus o f  r e s p o n s i b i l i t y  
Method
Degree o f  f o r m a l i t y
I n t e r n a l  ( i n d i v i d u a l  and work 
group)
D i r e c t i o n  and m utua l  a d ju s tm e n t  
Formal and in fo rm a l
C o n t ro l
Focus
Locus o f  r e s p o n s i b i l i t y  
Degree o f  i m p e r s o n a l i t y  
Degree o f  f o r m a l i t y
V a lu e s ,  p e r s o n n e l ,  p r o c e s s  and 
o u tp u t
I n t e r n a l / m u t u a l  and e x t e r n a l  
P e r s o n a l  and im p e rso n a l  
Formal and in fo rm a l
Table 4.3: Management system in Company C
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Management p r o c e s s The management f u n c t i o n s  were 
s e p a r a t e d  from t h e  work p r o c e s s
A rea  o f  a p p l i c a t i o n Throughout t h e  o r g a n i s a t i o n
P1a n n in g /d e c  i  s i o n -making
Degree o f  c e n t r a l i s a t i o n H igh ly  c e n t r a l i s e d  a t  th e  
s t r a t e g i c  management l e v e l . 
Managers a t  t h e  s t r a t e g i c  l e v e l  
d e c id e d  on s t r a t e g i c / b r o a d  
p o l i c i e s  w h i l s t  t h o s e  a t  
s t r u c t u r i n g  l e v e l  d e c id e d  on day- 
t o - d a y  o p e r a t i o n s .  Those a t  t h e  
o p e r a t i o n a l  l e v e l  p e r fo rm e d  what 
had been  d e c id e d  by  th e  
s t r u c t u r i n g  l e v e l
Flows o f  i n f o r m a t io n /  
com m unication
P r im a r i l y  v e r t i c a l  and fo rm al
A l l o c a t i o n  o f  work
Form o f  s p e c i a l i s a t i o n  
L eve l  o f  s p e c i a l i s a t i o n
Degree o f  s p e c i a l i s a t i o n
By f u n c t i o n s
Employees were g rouped  i n t o  
d e p a r tm e n ts  b a s e d  on f u n c t i o n s  
i n d i v i d u a l s  p e r fo rm e d  h ig h ly  
s p e c i a l i s e d  r o l e s  
High, where jo b s  were b a sed  on 
r o l e s .
M o t iv a t io n
Rewards
R ules
R a t io n a l e s
P r i m a r i l y  e x t r i n s i c ;  b a se d  on 
o u tp u t  p e r fo rm an ce  
U n w ri t te n  r u l e s  o r  a c c e p te d  
p r a c t i c e  i n  t h e  o r g a n i s a t i o n  
O r g a n i s a t io n  as  e x te n d e d  f a m i ly
C o o r d in a t io n
Locus o f  r e s p o n s i b i l i t y  
Method
Degree o f  f o r m a l i t y
Managers and s u p e r v i s o r s ;
workflow
D i r e c t io n
M ain ly  fo rm a l
C o n t ro l
FOCUS
Locus o f  r e s p o n s i b i l i t y  
Degree o f  i m p e r s o n a l i t y  
Degree o f  f o r m a l i t y
P ro c e s s e s  and o u tp u t  
E x te rn a l
M ain ly  im p e rso n a l  
Formal
Table 4.4: Management system in Company D
1 4 2
Management p r o c e s s
Area o f  a p p l i c a t i o n  
P la n n in g /d e c i s io n - m a k in g
Degree o f  c e n t r a l i s a t i o n
Flows o f  i n f o r m a t io n /  
com m unication
A l l o c a t i o n  o f  work
Form o f  s p e c i a l i s a t i o n  
L eve l  o f  s p e c i a l i s a t i o n
Degree o f  s p e c i a l i s a t i o n
M o t iv a t io n
Rewards
R ules
R a t io n a l e s
C o o r d in a t io n
Locus o f  r e s p o n s i b i l i t y  
Method
Degree o f  f o r m a l i t y  
C o n t ro l
Focus
Locus o f  r e s p o n s i b i l i t y  
Degree o f  i m p e r s o n a l i t y  
Degree o f  f o r m a l i t y
R e i n t e g r a t i o n  o f  management 
f u n c t i o n s  and some ow nersh ip  
f u n c t i o n  i n t o  t h e  work p r o c e s s
At s u b s i d i a r y  l e v e l
S t r a t e g i c  d e c i s i o n s  were 
c e n t r a l i s e d  a t  t h e  s t r a t e g i c  
l e v e l .  D e t a i l e d  o p e r a t i o n a l  
d e c i s i o n s  were d i s p e r s e d  
th ro u g h o u t  t h e  o r g a n i s a t i o n .  
However, m anagers a t  s u b s i d i a r y  
l e v e l  e n jo y e d  more autonomy th a n  
th o s e  a t  c o r p o r a t e  ( i . e .  below 
t h e  s t r a t e g i c  management l e v e l )
Formal v e r t i c a l  
com m unication and in fo rm a l  
h o r i z o n t a l  com m unication
By f u n c t i o n s
Employees were g rouped  i n t o  
d i v i s i o n s  b a se d  on b ro a d  
f u n c t i o n a l  a r e a s ,  which were th e n  
re g ro u p e d  i n t o  d e p a r tm e n ts  b a sed  
on s p e c i f i c  f u n c t i o n s  r e l a t e d  to  
th e  b ro ad  a r e a s  w h i l s t  
i n d i v i d u a l s  were g rouped  
a c c o rd in g  t o  work r o l e s .
High, where jo b s  were b a s e d  on 
r o l e s .
P r im a r i l y  e x t r i n s i c , -  b a s e d  on
o u tp u t  p e rfo rm an ce
T e c h n ic a l  work m ethods and
cus tom ary  p r a c t i c e s
T e c h n ic a l  e f f i c i e n c y ,  l o y a l t y  and
commitment
Managers and s u p e r v i s o r s ;
workflow
D i r e c t io n
Both fo rm al  and in fo r m a l
I n p u t ,  p r o c e s s  and p ro d u c t  o u tp u t  
E x te rn a l
M ain ly  im p e rso n a l  
Formal
H o w e v e r ,  w i t h i n  t h e s e  s i m i l a r i t i e s  t h e r e  w e r e  a l s o  k e y  
d i f f e r e n c e s ,  i n  t e r m s  o f  o w n e r s h i p  a n d  c o n t r o l ,  m a r k e t  a n d  
t y p e  o f  p r o d u c t s .  E x c e p t  f o r  C o m p a n y  D w h i c h  w a s  M a l a y s i a n  
o w n e d  a n d  p u b l i c  l i s t e d ,  t h e  o t h e r  t h r e e  c o m p a n i e s  w e r e  
s u b s i d i a r i e s  o f  f o r e i g n  c o m p a n i e s  a n d  w e r e  f i n a n c i a l l y  
d e p e n d e n t  o n  t h e i r  p a r e n t  c o m p a n i e s  a n d  a l s o  d e p e n d e n t  u p o n  
a  s i s t e r  c o m p a n y ,  f o r  s a l e s  a n d  m a r k e t i n g .
T h o u g h  C o m p a n y  D w a s  a  h o l d i n g  c o m p a n y ,  i n v o l v e d  i n  v a r i o u s  
b u s i n e s s e s ,  i t s  g a r m e n t  m a n u f a c t u r i n g  d i v i s i o n  w a s  u n d e r  
t h e  c o n t r o l  o f  i t s  m a j o r  s h a r e h o l d e r  -  a  H o n g  K o n g  b a s e d  
c o m p a n y ,  w h i c h  d e c i d e d  w h a t  t o  p r o d u c e  a n d  f o r  whom.
T h e r e  w e r e  t w o  i n d u s t r y  s e c t o r s  w i t h i n  w h i c h  t h e s e  
p a r t i c i p a t i n g  o r g a n i s a t i o n s  w e r e  i n v o l v e d .  C o m p a n y  A a n d  B 
w e r e  i n  t h e  e l e c t r i c a l  a n d  e l e c t r o n i c  s e c t o r  o f  t h e  
m a n u f a c t u r i n g  i n d u s t r y ,  e m p l o y i n g  t e c h n i c a l l y  s k i l l e d  a n d  
e x p e r i e n c e d  w o r k e r s  w i t h i n  ' l a r g e - b a t c h / m a s s  p r o d u c t i o n '  
t e c h n o l o g y .  C o m p a n y  C a n d  D w e r e  i n  t h e  g a r m e n t  s e c t o r ,  
e m p l o y i n g  h i g h l y  s k i l l e d  s e w e r s .
T h e  a n a l y s i s  h a s  a l s o  i d e n t i f i e d  c r i t i c a l  d i f f e r e n c e s  i n  
t h e  f o r m s  o f  t h e  o r g a n i s a t i o n a l  s t r u c t u r e .
4.5.2 Structural Features
A l t h o u g h  a l l  t h e s e  c o m p a n i e s  w e r e  i n  t h e  m a n u f a c t u r i n g  
i n d u s t r y ,  t h e r e  w e r e  s i g n i f i c a n t  d i f f e r e n c e s  i n  t h e  m a n n e r  
i n  w h i c h  w o r k  t h e  m a n a g e m e n t  o f  w o r k  w a s  a t t e m p t e d .  
C o m p a n y  A a n d  C, i n  s l i g h t l y  d i f f e r e n t  b u t  i n  b r o a d l y  
s i m i l a r  w a y s ,  w e r e  h i g h l y  c e n t r a l i s e d .  C o m p a n y  B, h o w e v e r ,  
w a s  v e r y  c l o s e l y  a l i g n e d  w i t h  t h e  J a p a n e s e / ' C l a n '  
o r g a n i s a t i o n  m o d e l  i n c o r p o r a t i n g  e l e m e n t s  o f  b o t h  a  
c e n t r a l i s a t i o n  a n d  d e c e n t r a l i s a t i o n ,  b u t  a l s o ,  c r u c i a l l y ,  
c h a r a c t e r i s e d  b y  a  s t r o n g  o r g a n i s a t i o n a l  c u l t u r e .  C o m p a n y  
D h a d  a  h i g h  d e g r e e  o f  c e n t r a l i s a t i o n ,  b u t  t h e r e  w a s  s o m e  
a r e a s  o f  d e c e n t r a l i s a t i o n  t o  i t s  s u b s i d i a r i e s .  T h i s  m a d e
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i t  d i f f e r e n t  f r o m  C o m p a n y  A a n d  C a n d  c e r t a i n l y  d i f f e r e n t  
f r o m  C o m p a n y  B .  T h u s ,  t h e  s t u d y  e x a m i n e d  t h r e e  d i f f e r e n t  
f o r m s  o f  o r g a n i s a t i o n ,  p r o v i d i n g  r a t h e r  d i f f e r e n t  c o n t e x t s  
w i t h i n  w h i c h  m a n a g e r s  h a d  t o  w o r k .  B r o a d l y ,  t h e s e  
o r g a n i s a t i o n s  c a n  b e  c a t e g o r i s e d  i n t o :  ( a )  C o m p a n y  A a n d  C
a s  ' c e n t r a l i s e d ' , (b)  C o m p a n y  D a s  ' p a r t i a l l y
d e c e n t r a l i s e d '  a n d  ( c )  C o m p a n y  B - a s  a  d e c e n t r a l i s e d  
' c l a n '  o r g a n i s a t i o n .  T h e  n e x t  c h a p t e r  w i l l  b e g i n s  t o  
e x a m i n e  how d i f f e r e n t  m a n a g e r s  w o r k  i n  t h e  t h r e e  d i f f e r e n t  
f o r m s  o f  o r g a n i s a t i o n ,  s t a r t i n g  w i t h  a n  a n a l y s i s  o f  how 
m a n a g e r s '  r o l e s  a r e  c o n s t i t u t e d  b y  t h e  e x p e c t a t i o n s  o f  
o t h e r s .
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5 . 0 THE MANAGERS' JOBS AS CONSTITUTED BY ROLE EXPECTATIONS 
OF OTHERS
T h i s  c h a p t e r  e x a m i n e s  t h e  c o n t e n t  o f  d i f f e r e n t  t y p e s  o f  
m a n a g e r i a l  j o b s  i n  t h e  f o u r  p a r t i c i p a t i n g  c o m p a n i e s .  U s i n g  
t h e  c o n c e p t s  o f  r o l e  t h e o r y ,  s i m i l a r i t i e s  a n d  d i f f e r e n c e s  
i n  t h e  j o b s  o f  t h e  m a n a g e r s  a s  c o n s t i t u t e d  b y  o t h e r s  w e r e  
a n a l y s e d  a n d  i n t e r p r e t e d .
T h e  m a i n  a i m  o f  t h i s  c h a p t e r  i s  t o  i d e n t i f y  t h e  k e y  
d i m e n s i o n s  o r  p a t t e r n s  i n  t h e  m a n a g e r i a l  j o b s  a s  t h e y  a r e  
c o n s t i t u t e d ,  a s  w e l l  a s  t h e  d e g r e e  o f  g e n e r a l i s a b i l i t y  
a c r o s s  o r g a n i s a t i o n s .  I n  a c h i e v i n g  t h i s  a i m ,  t h e  c h a p t e r  
i s  d i v i d e d  i n t o  t w o  s e c t i o n s . T h e  f i r s t  s e c t i o n  c o m p a r e s  
t h e  r o l e  e x p e c t a t i o n s  s u r r o u n d i n g  c o m p a r a b l e  j o b  t y p e s  
i r r e s p e c t i v e  o f  t h e i r  o r g a n i s a t i o n a l  l o c a t i o n  w h i l s t  t h e  
s e c o n d  s e c t i o n  c o m p a r e s  t h e  r o l e  e x p e c t a t i o n s  w i t h i n  j o b  
t y p e s  b u t  b e t w e e n  o r g a n i s a t i o n s .  P o s s i b l e  e x p l a n a t i o n s  o f  
t h e  v a r i a t i o n s  o b s e r v e d  b e t w e e n  m a n a g e r i a l  j o b s  i n  
d i f f e r e n t  o r g a n i s a t i o n s  w i l l  b e  c o n s i d e r e d ,  b u t  t h e  
e x p l a n a t i o n  o f  t h e s e  v a r i a t i o n s  i n  t e r m s  o f  t h e  c o m p a n i e s '  
o r g a n i s a t i o n a l  s t r u c t u r e s  a r e  h e l d  o v e r  u n t i l  C h a p t e r  
S e v e n .
B e f o r e  d a t a  o n  m a n a g e r i a l  j o b s  a s  c o n s t i t u t e d  a r e  
p r e s e n t e d ,  i t  i s  n e c e s s a r y  t o  p r o v i d e  a  b r i e f  e x p l a n a t i o n  
o f  how  i n d i v i d u a l  r o l e  e x p e c t a t i o n s  w e r e  c l a s s i f i e d  i n t o  
g e n e r a l  a r e a s  o f  w o r k  c o n t e n t  a n d  how d i f f e r e n t  j o b s  w e r e  
g r o u p e d  i n t o  c o m p a r a b l e  j o b  t y p e s .
CHAPTER FIVE
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5.1 INTERPRETATIONS OF INTERVIEW DATA
T h e  s t u d y  v i e w e d  t h e  w o r k  o f  m a n a g e r s  a s  a  s o c i a l  p r o c e s s  
w h e r e  t h e  s p h e r e  a n d  m a n n e r  i n  w h i c h  t h e  m a n a g e r s  o p e r a t e d  
a r e  t h e o r i s e d  a s  s o c i a l l y  c o n s t r u c t e d  b e h a v i o u r s  ( H a l e s ,  
1 9 8 7 ,  1 9 9 3 ;  H a l e s  a n d  N i g h t i n g a l e ,  1 9 8 6 ;  M a c h i n ,  1 9 8 2 ;
S t e w a r t .  1 9 7 6 ;  S t o d g i l l ,  1 9 5 6 ) .  M a n a g e r i a l  r o l e
e x p e c t a t i o n s  a r e ,  t h e r e f o r e ,  e x a m i n e d  i n  t e r m s  o f  t h e  
r e q u i r e m e n t s  o f  t h o s e  p e o p l e  w i t h  a n d  f o r  whom t h e  m a n a g e r s  
i n t e r a c t e d  ( i . e .  m e m b e r s  o f  t h e i r  r o l e - s e t )  w i t h i n  t h e  
c o u r s e  o f  t h e i r  w o r k .
I n  g a t h e r i n g  a c c u r a t e  d e s c r i p t i o n s  o f  t h e  w o r k  o f  t h e  
m a n a g e r s  i n  t h e  c o n t e x t  o f  s o c i a l l y  c o n s t r u c t e d  b e h a v i o u r s ,  
e l e v e n  s u b j e c t  m a n a g e r s  ( a s  s e l e c t e d  b y  t h e i r  s e n i o r  
p e r s o n n e l ) , a n d  t h e  m e m b e r s  o f  t h e i r  r o l e - s e t s  ( c o m p r i s i n g  
t h e i r  s u p e r i o r ( s )  a n d  s u b o r d i n a t e s )  w e r e  i n t e r v i e w e d ,  u s i n g  
t h e  m a n a g e r i a l  w h e e l  t e c h n i q u e .  I n  a d d i t i o n ,  s o m e  
b a c k g r o u n d  i n f o r m a t i o n  o n  t h e  s u b j e c t  m a n a g e r s ,  
p a r t i c u l a r l y  o n  t h e i r  j o b s ,  w a s  o b t a i n e d  i n  o r d e r  t o  b e t t e r  
s i t u a t e  a n  u n d e r s t a n d i n g  o f  t h e i r  w o r k .  T h i s  u n d e r s t a n d i n g  
o f  t h e  m a n a g e r s '  j o b s  w a s  i m p o r t a n t  i n  c l a s s i f y i n g  t h e  j o b s  
i n t o  c o m p a r a b l e  t y p e s  o r  g r o u p s .
5.1.1 Role Expectations
S p e c i f i c  r o l e  e x p e c t a t i o n s  g a t h e r e d  f r o m  t h e  c o m p l e t e d  
' w h e e l s '  w e r e  a n a l y s e d ,  a g g r e g a t e d  a n d  c l a s s i f i e d  i n t o  
b r o a d  a r e a s  o f  w o r k  c o n t e n t .  W h e n e v e r  p o s s i b l e ,  a  
d i s t i n c t i o n  w a s  m a d e  w i t h i n  t h e s e  a r e a s  b e t w e e n :  (1)
" a d m i n i s t r a t i o n "  ( r e l a t i n g  t o  m a i n t a i n i n g  p r e s e n t  
a c t i v i t i e s )  , a n d  (2 )  " d e v e l o p m e n t "  ( r e l a t i n g  t o  t h e  
f u t u r e ,  n e w ,  o r  i m p r o v e m e n t s  i n ,  a c t i v i t i e s ) .
D i f f e r e n t i a t i n g  b e t w e e n  ' a d m i n i s t r a t i o n '  a n d  ' d e v e l o p m e n t '  
f u r t h e r  e n h a n c e d  t h e  d e s c r i p t i o n  o f  m a n a g e r i a l  j o b s .  I n  
p a r t i c u l a r ,  i t  e n a b l e d  t h e  p r e s e n t  s t u d y  t o  i n d i c a t e
w h e t h e r  a  m a n a g e r  w a s  e x p e c t e d  t o  b e  p r e d o m i n a n t l y  r e a c t i v e  
t o  s i t u a t i o n a l  c i r c u m s t a n c e s  o r  t o  b e  p r o a c t i v e  a n d  
i n t r o d u c e  c h a n g e s .
T h e  a n a l y s i s  o f  s p e c i f i c  r o l e  e x p e c t a t i o n s  i d e n t i f i e d  
t h i r t e e n  b r o a d  a r e a s  o f  w o r k  c o n t e n t .  T h e  d i s t i n c t i o n  
b e t w e e n  " a d m i n i s t r a t i o n "  a n d  " d e v e l o p m e n t "  w i t h i n  m o s t  o f  
t h e  t h i r t e e n  a r e a s  p r o d u c e d  t w e n t y  a r e a s  o f  w o r k  c o n t e n t  i n  
t o t a l  i n t o  w h i c h  s p e c i f i c  r o l e  d e m a n d s  w e r e  c l a s s i f i e d :
1 . C o n c e r n  w i t h  O v e r a l l  P e r f o r m a n c e  ( O P ) . T h i s  c a t e g o r y  
i n c l u d e d  t h e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
r e s p o n s i b i l i t y  f o r  t h e  o v e r a l l  p e r f o r m a n c e  o f  t h e  
d e p a r t m e n t ,  i n  t e r m s  o f  o u t p u t ,  e f f i c i e n c y ,  e t c .  I t  w a s  
d i v i d e d  i n t o :
a .  ' M a i n t a i n  P e r f o r m a n c e '  (MP) - t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  e x i s t i n g  
p e r f o r m a n c e  l e v e l  o f  t h e  d e p a r t m e n t  - a n d ,
b .  ' I m p r o v e  P e r f o r m a n c e '  ( I P )  -  t h o s e  e x p e c t a t i o n s
f o c u s e d  o n  t h e  m a n a g e r s  i m p r o v i n g  o r  e n h a n c i n g  
d e p a r t m e n t a l  p e r f o r m a n c e .
2 .  M a n a g i n g  G e n e r a l  W o rk  P r o c e s s  (GW) . T h i s  c a t e g o r y
i n c l u d e d  t h e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
r e s p o n s i b i l i t y  t o w a r d s  a c t i v i t i e s  w h i c h  w e r e  u n r e l a t e d  t o  
a  s p e c i f i c  a r e a  o f  c o n c e r n  ( s u c h  a s  c u s t o m e r s ,  s t a f f ,  
e q u i p m e n t )  b u t  w e r e  r e l a t e d  t o  w o r k  p r o c e s s  o r  o r g a n i s a t i o n  
i n  g e n e r a l .  I t  w a s  d i v i d e d  i n t o
a .  ' G e n e r a l  W o rk  A d m i n i s t r a t i o n '  (GWA) - t h o s e
e x p e c t a t i o n s  f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  w o r k  
p r o c e s s  i n  t h e  d e p a r t m e n t  -  a n d ,
b .  ' G e n e r a l  W o rk  D e v e l o p m e n t '  (GWD) -  t h o s e  e x p e c t a t i o n s
f o c u s e d  o n  i m p r o v i n g  o r  d e v e l o p i n g  n e w  w o r k  p r o c e s s e s  
i n  t h e  d e p a r t m e n t .
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3 .  M a i n t a i n i n g  S e r v i c e / P r o d u c t  Q u a l i t y  ( S / P O ) . T h i s  
c a t e g o r y  i n c l u d e d  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  
m a n a g e r s '  r e s p o n s i b i l i t y  t o w a r d s  t h e  q u a l i t y  o f  s e r v i c e s  
a n d / o r  o u t p u t s  o f  t h e i r  d e p a r t m e n t s .  T h i s  c o u l d ,  i n  
t h e o r y ,  h a v e  b e e n  d i v i d e d  i n t o  ' m a i n t a i n '  a n d  ' i m p r o v e '  
s e r v i c e  o r  p r o d u c t  q u a l i t y .  H o w e v e r ,  i n  p r a c t i c e ,  o n l y  o n e  
c o m p o s i t e  c a t e g o r y  p r o v e d  n e c e s s a r y .
4 .  C u s t o m e r  M a n a g e m e n t  (CM) . T h i s  c a t e g o r y  i n c l u d e d  
e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  r e s p o n s i b i l i t y  
t o w a r d s  t h e  o r g a n i s a t i o n s '  c u s t o m e r s .  I t  w a s  d i v i d e d  i n t o :
a .  ' C u s t o m e r  A d m i n i s t r a t i o n '  (CA) -  t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  o r  h a n d l i n g  
c u s t o m e r s  s a t i s f a c t i o n  -  a n d ,
b .  ' C u s t o m e r  D e v e l o p m e n t '  (CD) -  t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  b r i n g i n g  i n  n e w  c u s t o m e r s  o r  
g i v i n g  n e w  i n f o r m a t i o n  a b o u t  t h e  o r g a n i s a t i o n  t o  
c u s t o m e r s .
5 .  V e n d o r / S u p p l i e r  M a n a g e m e n t  ( V / S M ) . T h i s  c a t e g o r y  
i n c l u d e d  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
r e s p o n s i b i l i t y  t o w a r d s  o r g a n i s a t i o n s '  v e n d o r s  o r  s u p p l i e r s .  
I t  w a s  d i v i d e d  i n t o :
a .  ' V e n d o r s / S u p p l i e r s  A d m i n i s t r a t i o n '  (V/SA)  - t h o s e  
e x p e c t a t i o n s  f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  g o o d  
r e l a t i o n s h i p  w i t h  t h e  s u p p l i e r s  a n d  i n f o r m i n g  t h e m  o f  
t h e  n e e d s  a n d  r e q u i r e m e n t s  o f  t h e  o r g a n i s a t i o n s  -  a n d ,
b .  ' V e n d o r s / S u p p l i e r s  D e v e l o p m e n t '  (V/SD)  - t h o s e  
e x p e c t a t i o n s  f o c u s e d  o n  t h e  m a n a g e r s  d e v e l o p i n g  ne w  
n e t w o r k  o f  s u p p l i e r s  a n d  t h e i r  i n v o l v e m e n t s  i n  
a c t i v i t i e s  g e a r e d  t o w a r d s  i m p r o v i n g  q u a l i t y  o f  i t e m s  
s u p p l i e d  b y  t h e  s u p p l i e r s .
6 . O t h e r  E x t e r n a l  L i a i s o n  ( P E L ) . T h i s  c a t e g o r y  i n c l u d e d  
t h o s e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
i n t e r a c t i o n  w i t h  i n d i v i d u a l s  o r  o r g a n i s a t i o n s  o u t s i d e  t h e i r  
own o r g a n i s a t i o n s .  T h i s  c a t e g o r y ,  h o w e v e r ,  e x c l u d e d
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7 .  S t a f f  M a n a g e m e n t  ( S T M ) . T h i s  c a t e g o r y  i n c l u d e d  t h o s e  
e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  r e s p o n s i b i l i t y  
t o w a r d s  o t h e r  m e m b e r s  o f  t h e i r  o r g a n i s a t i o n s ,  p a r t i c u l a r l y  
t h e i r  s u b o r d i n a t e s .  I t  w a s  d i v i d e d  i n t o :
a .  ' S t a f f  A d m i n i s t r a t i o n '  (STA) - t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  o r  m o n i t o r i n g  t h e  
p e r f o r m a n c e  l e v e l  o f  t h e  s t a f f  a n d  h a n d l i n g  t h e i r  
p e r s o n a l  p r o b l e m s  -  a n d ,
b .  ' S t a f f  D e v e l o p m e n t '  (STD) - t h o s e  e x p e c t a t i o n s  f o c u s e d  
o n  t h e  m a n a g e r s  i m p r o v i n g  o r  d e v e l o p i n g  t h e  
p e r f o r m a n c e  l e v e l  o f  t h e  s t a f f .
8 . I n f o r m a t i o n  A d m i n i s t r a t i o n  ( I A ) . T h i s  c a t e g o r y  
i n c l u d e d  t h o s e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
a c t i v i t i e s  i n  e x c h a n g i n g  g e n e r a l  i n f o r m a t i o n .  H o w e v e r ,  
c o r r e s p o n d e n c e  t h r o u g h  m a i l ,  r e p o r t  w r i t i n g  a n d  o t h e r  f o r m s  
o f  i n d i r e c t  c o n t a c t  w e r e  g r o u p e d  u n d e r  t h e  t e r m  
' a d m i n i s t r a t i v e  w o r k '  , w h i c h  f o r m  p a r t  o f  t h e  a c t i v i t i e s  
g r o u p e d  u n d e r  GWA. I n  t h e o r y  i t  c a n  b e  d i v i d e d  i n t o  
' m a i n t a i n '  a n d  ' d e v e l o p '  i n f o r m a t i o n ,  b u t  i n  p r a c t i c e ,  o n e  
c a t e g o r y  p r o v e d  n e c e s s a r y .
9 .  F i n a n c i a l  M a n a g e m e n t  (FM) . T h i s  c a t e g o r y  i n c l u d e d  
t h o s e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
r e s p o n s i b i l i t y  i n  h a n d l i n g  t h e  f i n a n c i a l  a s p e c t s  o f  t h e i r  
o r g a n i s a t i o n s .  I t  w a s  d i v i d e d  i n t o :
a .  ' F i n a n c i a l  A d m i n i s t r a t i o n '  (FA) -  t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  h a n d l i n g  p a p e r w o r k  r e l a t e d  t o  
t h e  f i n a n c i a l  a s p e c t s  o f  t h e  d e p a r t m e n t  o r  d i s p e n s i n g  
d e p a r t m e n t ' s  m o n e y  -  a n d ,
b .  ' F i n a n c i a l  D e v e l o p m e n t '  (FD) - t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  p r e p a r i n g  b u d g e t  a n d  i m p r o v i n g  
t h e  f i n a n c i a l  s i t u a t i o n  o f  t h e  d e p a r t m e n t .
interactions with customers and vendors/suppliers.
1 0 .  P r e m i s e s  A d m i n i s t r a t i o n  ( P A ) . T h i s  c a t e g o r y  i n c l u d e d  
t h o s e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '  
r e s p o n s i b i l i t y  i n  m a i n t a i n i n g  t h e i r  o r g a n i s a t i o n s '  
p r e m i s e s ,  i n c l u d i n g  m a i n  b u i l d i n g ,  t h e  m a n u f a c t u r i n g  
s e c t i o n  a n d  s u b s i d i a r i e s .
1 1 .  E q u i p m e n t  M a n a g e m e n t ( E M ) . T h i s  c a t e g o r y  i n c l u d e d
t h o s e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '
r e s p o n s i b i l i t y  r e l a t e d  t o  t h e  e q u i p m e n t  u n d e r  t h e i r
c o n t r o l .  I t  w a s  d i v i d e d  i n t o :
a .  ' E q u i p m e n t  A d m i n i s t r a t i o n '  (EA) -  t h o s e  e x p e c t a t i o n s
f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  t h o s e  e q u i p m e n t  -
a n d ,
b .  ' E q u i p m e n t  D e v e l o p m e n t '  (ED) -  t h o s e  e x p e c t a t i o n s  
f o c u s e d  o n  t h e  m a n a g e r s  p u r c h a s i n g  n e w  e q u i p m e n t .
1 2 .  M a t e r i a l s  A d m i n i s t r a t i o n  (MA) . T h i s  c a t e g o r y  i n c l u d e d  
t h o s e  e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n a g e r s '
r e s p o n s i b i l i t y  r e l a t e d  t o  a l l  m a t e r i a l s  i n v o l v e d  i n  t h e  
m a n u f a c t u r i n g  o p e r a t i o n s .
1 3 .  S e l f  M a n a g e m e n t  (SM) . T h i s  c a t e g o r y  i n c l u d e d  t h o s e  
e x p e c t a t i o n s  w h i c h  f o c u s e d  o n  t h e  m a n g e r s '  r e s p o n s i b i l i t y  
t o w a r d s  t h e m s e l v e s .  I t  c a t e g o r y  w a s  d i v i d e d  i n t o * .
a .  ' S e l f  A d m i n i s t r a t i o n '  (SA) -  t h o s e  e x p e c t a t i o n s
f o c u s e d  o n  t h e  m a n a g e r s  m a i n t a i n i n g  t h e i r  p e r f o r m a n c e  
l e v e l  a n d  w e l l - b e i n g  - a n d ,
b .  ' S e l f  D e v e l o p m e n t '  (SD) -  t h o s e  e x p e c t a t i o n s  f o c u s e d  
o n  t h e  m a n a g e r s  i m p r o v i n g  t h e m s e l v e s ,  e i t h e r  i n  t e r m s  
o f  t h e i r  p e r f o r m a n c e  o r  t h e i r  p e r s o n a l  w e l l - b e i n g .
5.1.2 Classification of the Managers
A t o t a l  o f  e l e v e n  m a n a g e r s  w e r e  i n t e r v i e w e d  f r o m  f o u r  
o r g a n i s a t i o n s .  I n  C o m p a n y  A,  B a n d  D, t h r e e  m a n a g e r s  f r o m  
e a c h  o r g a n i s a t i o n  w e r e  i n t e r v i e w e d ;  t w o  m a n a g e r s  w e r e  
i n t e r v i e w e d  f r o m  C o m p a n y  C.  T h e  j o b  d e s c r i p t i o n s  o f  e a c h
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5.1.2a. Company A
i .  T h e  O p e r a t i o n s  M a n a g e r  o f  C o m p a n y  A (A /O P M ):  
r e s p o n s i b l e  f o r  t h e  m a n u f a c t u r i n g  o p e r a t i o n s  a n d  
r e s p o n s i b l e  f o r  f o u r  s e c t i o n s ,  i n c l u d i n g  p r o c e s s  
e n g i n e e r i n g ,  m a i n t e n a n c e ,  p r o d u c t i o n  a n d  t e s t  ( f o r  b o t h  
m a n u f a c t u r i n g  a n d  m a i n t e n a n c e  a r e a s ) . R e p o r t i n g  d i r e c t l y  
t o  h i m  w e r e  f o u r  s e c t i o n s  h e a d s  a n d  o v e r  t h r e e  h u n d r e d  
e m p l o y e e s  r e p o r t e d  t o  h i m  i n d i r e c t l y .
i i .  T h e  Q u a l i t y  M a n a g e r  o f  C o m p a n y  A  (A/QM) : r e s p o n s i b l e  
f o r  a l l  a s p e c t s  r e l a t e d  t o  q u a l i t y  o f  p r o d u c t s ,  i n c l u d i n g  
t h e  a r e a s  o f  q u a l i t y  p r o j e c t s ,  a n a l y s i s  o f  d a t a ,  q u a l i t y  o f  
m a n p o w e r ,  c u s t o m e r  e n q u i r i e s / c o m p l a i n t s  p e r t a i n i n g  t o  
q u a l i t y  o f  p r o d u c t s ,  q u a l i t y  o f  m a t e r i a l s  a n d  r e l i a b i l i t y .  
T e n  s u b o r d i n a t e s  r e p o r t e d  d i r e c t l y  a n d  s e v e n t y  r e p o r t e d  
i n d i r e c t l y .
i i i .  T h e  S i t e  S e r v i c e s  & M a t e r i a l s  M a n a g e r  o f  C o m p a n y  A  
(A /S S M )  : r e s p o n s i b l e  f o r  t h e  a r e a s  o f  p u r c h a s i n g ,  m a t e r i a l s  
c o n t r o l ,  s h i p p i n g  a n d  t r a f f i c ,  p r o d u c t  c o n t r o l  a s s e m b l y  a n d  
p r o d u c t  c o n t r o l  t e s t .  F i v e  s u b o r d i n a t e s  r e p o r t i n g  d i r e c t l y  
a n d  35  r e p o r t i n g  i n d i r e c t l y .
5.1.2b. Company B
i .  T h e  P r o d u c t i o n  M a n a g e r  o f  C o m p a n y  B (B/PM)  : o n e  o f  t h e  
c o m p a n y ' s  p r o d u c t i o n  m a n a g e r s  who  w a s  r e s p o n s i b l e  f o r  a l l  
m a n u f a c t u r i n g  o p e r a t i o n s  i n v o l v e d  i n  p r o d u c i n g  a  p a r t i c u l a r  
o u t p u t .  Two s u b o r d i n a t e s  r e p o r t i n g  d i r e c t l y  a n d  n i n e ,  
i n d i r e c t l y .
i i .  T h e  S e c t i o n  M a n a g e r  f o r  S t a f f  T r a i n i n g  & D e v e l o p m e n t  
o f  C o m p a n y  B (B /TRM )  : a  s e c t i o n  m a n a g e r  i n  t h e  p e r s o n n e l  
d e p a r t m e n t  r e s p o n s i b l e  f o r  i d e n t i f y i n g ,  d e s i g n i n g  a n d  
e n s u r i n g  t h a t  a l l  e m p l o y e e s  r e c e i v e d  e q u a l  t r a i n i n g  
o p p o r t u n i t i e s .  Two s u b o r d i n a t e s  r e p o r t i n g  d i r e c t l y  a n d
manager interviewed in the present study w e r e :
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i i i .  T h e  P e r s o n n e l  A d m i n i s t r a t o r  o f  C o m p a n y  B (B/ERM) : a
s e c t i o n  m a n a g e r  i n  t h e  p e r s o n n e l  d e p a r t m e n t  r e s p o n s i b l e  f o r  
e m p l o y e e - e m p l o y e e  o r  m a n a g e r - s u b o r d i n a t e  r e l a t i o n s h i p .  
T h r e e  s u b o r d i n a t e s  r e p o r t i n g  d i r e c t l y .
5.1.2c. Company C
i .  T h e  S h i p p i n g  M a n a g e r  o f  C o m p a n y  C (C /SPM ) : r e s p o n s i b l e  
f o r  t h e  s h i p m e n t  o f  g o o d s  f o r  t h e  o r g a n i s a t i o n s  a n d  i t s  
s u b s i d i a r i e s . N i n e  s u b o r d i n a t e s  r e p o r t i n g  d i r e c t l y  a n d  
e l e v e n ,  i n d i r e c t l y .
i i .  T h e  H e a d  o f  O p e r a t i o n s  C o n t r o l , D a t a  P r o c e s s i n g  a n d  
S t a f f  T r a i n i n g  & D e v e l o p m e n t  o f  C o m p a n y  C (C/CDTM) : 
r e s p o n s i b l e  f o r  t h e  g r o u p ' s  o p e r a t i o n a l  a c t i v i t i e s  ( i . e .  
i n c l u d i n g  o p e r a t i o n s  o f  s i s t e r  c o m p a n i e s ) , p r o v i d i n g  
m a n a g e r i a l  s u p p o r t  f o r  t h e  e l e c t r o n i c  d a t a  p r o c e s s i n g  u n i t  
a n d  s t a f f  t r a i n i n g  a n d  d e v e l o p m e n t .  T h r e e  s u b o r d i n a t e s  
r e p o r t i n g  d i r e c t l y  a n d  14  i n d i r e c t l y .
5.1.2d Company D
i .  T h e  D e p u t y  P e r s o n n e l  M a n a g e r  o f  C o m p a n y  D (D/DPM) : 
r e s p o n s i b l e  f o r  a l l  a s p e c t s  o f  p e r s o n n e l  m a n a g e m e n t  a t  
c o r p o r a t e  l e v e l ,  a s  w e l l  a s  m o n i t o r i n g  p e r s o n n e l  m a n a g e m e n t  
a t  s u b s i d i a r y  l e v e l .  O ne  s u b o r d i n a t e  r e p o r t e d  d i r e c t l y  a n d  
t e n  ( b r a n c h  m a n a g e r s )  i n d i r e c t l y .
i i .  T h e  A c c o u n t a n t  o f  C o m p a n y  D (D/ACC)  : t h e  h e a d  o f  
a c c o u n t i n g  u n i t .  S h e  g o t  t w o  s u b o r d i n a t e s  r e p o r t i n g  
d i r e c t l y  a n d  n i n e ,  i n d i r e c t l y .
i i i .  T h e  A d m i n i s t r a t o r  o f  C o m p a n y  D (D /AD M ):  r e s p o n s i b l e  
f o r  a l l  a d m i n i s t r a t i v e  a s p e c t s  i n v o l v e d  a t  c o r p o r a t e  a n d  
s u b s i d i a r y  l e v e l s .  T h e  v a r i o u s  a d m i n i s t r a t i v e  a r e a s  
i n c l u d e d  p u r c h a s i n g ,  t e l e x ,  f i t t e r ,  i n d u s t r i a l  h e a l t h ,  
l o g i s t i c s ,  s e c u r i t y ,  w a r e h o u s i n g ,  c l e a n i n g  a n d  a l s o
nine, indirectly.
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m a n a g i n g  t h e  l o w e r - l e v e l  p e r s o n n e l  o f  o n e  o f  t h e  
o r g a n i s a t i o n ' s  s u b s i d i a r i e s .  N i n e  s u b o r d i n a t e s  r e p o r t i n g  
d i r e c t l y  a n d  72 i n d i r e c t l y .
An 1 1 - w a y  c o m p a r i s o n  b e t w e e n  t h e  j o b s  w a s  c o n s i d e r e d  t o  b e  
t o o  c o m p l i c a t e d  f o r  a n a l y s i s  p u r p o s e s .  T h e  e x i s t e n c e  o f  a  
n u m b e r  o f  common f e a t u r e s  a m o n g  t h e  m a n a g e r s ,  h e n c e ,  f o r  
p u r p o s e  o f  a n a l y s i s  a n d  e x p o s i t i o n ,  t h e  d i f f e r e n t  j o b s  w e r e  
g r o u p e d  i n t o  c o m p a r a b l e  j o b  t y p e s .  F o u r  d i f f e r e n t  j o b  
t y p e s  w e r e  i d e n t i f i e d  a s  f o l l o w s :
1 . Line Managers (LM) - - m a n a g e r s  p e r f o r m i n g  l i n e  
f u n c t i o n s  t h a t  i s ,  h a v i n g  d i r e c t  r e s p o n s i b i l i t y  f o r  
m a n a g i n g  a n  i d e n t i f i a b l e  w o r k  p r o c e s s  a n d  t h e  s t a f f  
w i t h i n  i t ,  i . e .  t h e  A/OPM a n d  t h e  B/PM.
2 .  Personnel Managers (PER) - - m a n a g e r s  p e r f o r m i n g  
p e r s o n n e l  f u n c t i o n s  o r  h a n d l i n g  p e r s o n n e l  r e l a t e d  
i s s u e s ,  i . e .  t h e  B/TRM, t h e  B/ERM a n d  t h e  D/DPM.
3. Specialists (SP)  - - m a n a g e r s  p e r f o r m i n g  h i g h l y  
s p e c i a l i s e d  t e c h n i c a l  f u n c t i o n s ,  i . e .  t h e  A/QM, t h e  
C/SPM a n d  t h e  D /ACC.
4 .  Multi-Function (MLF) - - m a n a g e r s  p e r f o r m i n g  a  v a r i e t y  
o f  f u n c t i o n s ,  i . e .  t h e  A/SSM, t h e  C/CTDM a n d  t h e  
D/ADM.
S e c t i o n  5 . 2  e x a m i n e s  t h e  v a r i a t i o n s  b e t w e e n  r o l e  
e x p e c t a t i o n s  o f  t h e  d i f f e r e n t  t y p e s  o f  j o b s  i n  t e r m s  o f  
t h e i r  d e g r e e  o f  i m p o r t a n c e  i n  r e l a t i o n  t o  t h e  v a r i o u s  a r e a s  
o f  w o r k  c o n t e n t .  H e n c e f o r w a r d ,  t h e  f o u r  d i f f e r e n t  j o b  
t y p e s  w i l l  b e  r e f e r r e d  t o  b y  t h e i r  a b b r e v i a t e d  l a b e l s  
( i . e . ,  LM, PER, SP a n d  MLF) ,  a s  w e l l  a s  t h e  i n d i v i d u a l  j o b s  
w i t h i n  t h e m  (A/OPM; A/QM; A /S S M ;  B/PM;  B/TRM; B/ERM; C/SPM ;  
C/CDTM; D/DPM; D/AC C;  D / A D M ) .
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5.2 INTER-JOB CLASSIFICATION COMPARISON
T h i s  s e c t i o n  a n a l y s e s  r o l e  e x p e c t a t i o n s  a m o n g  d i f f e r e n t  
t y p e s  o f  m a n a g e r s  ( t h e  a n a l y s i s  d o e s  n o t  c o n s i d e r  
o r g a n i s a t i o n a l  d i f f e r e n c e s )  o n  a  c a s e  b y  c a s e  b a s i s .  T h e  
f o c u s  i s  o n  t h e  k e y  p a t t e r n s  o r  d i m e n s i o n s  o f  e a c h  j o b  
t y p e ,  b a s e d  o n  t h e  r o l e  e x p e c t a t i o n s  s u r r o u n d i n g  t h e m  a n d  
t h e  r e l a t i v e  w e i g h t  a t t a c h e d  t o  t h e s e  e x p e c t a t i o n s .
C o m p a r i s o n  o f  i n t e r - j o b  c l a s s i f i c a t i o n s  w a s  b a s e d  o n  
f i n d i n g s  p r e s e n t e d  i n  T a b l e  5 . 1 ,  w h i c h  s h o w s  t h e  
e x p e c t a t i o n s  s u r r o u n d i n g  t h e  d i f f e r e n t  t y p e s  o f  m a n a g e r s  
a n d  t h e  t o t a l  w e i g h t  o f  e x p e c t a t i o n s  f o r  e a c h  c a t e g o r y  o f  
w o r k  c o n t e n t ,  i . e .  t h e  s u m  o f  t h e  m e a n  w e i g h t s  o f  a l l  t h e  
c o m p o n e n t s  r o l e  e x p e c t a t i o n s .
T a b l e  5 . 2  ( a ,  b ,  c  & d )  i n d i c a t e s  t h e  m e a n  w e i g h t  f o r  e a c h  
s p e c i f i c  e x p e c t a t i o n  f o r  e a c h  j o b  t y p e  a n d  t h e  t o t a l  w e i g h t  
o f  e x p e c t a t i o n  f o r  e a c h  a g g r e g a t e d  c a t e g o r y  o f  w o r k  
c o n t e n t .  As C h a p t e r  T h r e e  s h o w e d ,  t h e  w e i g h t  o f  
e x p e c t a t i o n s  w a s  c a l c u l a t e d  a s  f o l l o w s :
1 . t h e  w e i g h t  o f  e a c h  r o l e  e x p e c t a t i o n ,  e x p r e s s e d  b y  a  
r e s p o n d e n t  w a s  m e a s u r e d  i n  t e r m s  o f  how f a r  a l o n g  t h e  
l e n g t h  o f  t h e  s p o k e  e a c h  r e s p o n d e n t  h a d  o v e r d r a w n .  
T h e  r a n g e  w a s  f r o m  z e r o  t o  n i n e .
2 .  T h e  s t r e n g t h  o f  e a c h  s p e c i f i c  r o l e  e x p e c t a t i o n  w a s  
d e r i v e d  b y  s u m m i n g  t h e  s c o r e s  o f  t h a t  e x p e c t a t i o n  f r o m  
e a c h  o f  t h e  t h r e e  r o l e  s e g m e n t s ,  c o n s i s t i n g  o f  t h e  
s u p e r i o r s ,  s u b o r d i n a t e s  a n d  s e l f .  N on  r e s p o n s e  ( i . e .  
f a i l u r e  t o  e x p r e s s  a  s p e c i f i c  e x p e c t a t i o n )  f r o m  a  
p a r t i c u l a r  r o l e  s e t  s e g m e n t  s c o r e d  z e r o .
3 .  E a c h  s c o r e  w a s  t h e n  d i v i d e d  b y  t h r e e  ( s i n c e  t h e r e  w e r e  
t h r e e  r o l e  s e g m e n t s )  t o  g e t  t h e  m e a n  w e i g h t . T h i s  
t h e n  b e c a m e  t h e  m e a n  w e i g h t  f o r  e a c h  s p e c i f i c  r o l e  
e x p e c t a t i o n .  S i n c e  a  n o n - r e s p o n s e  s c o r e d  z e r o ,  t h e  
m e a n  v a l u e  f o r  e a c h  s p e c i f i c  e x p e c t a t i o n  w a s  u s u a l l y  
w e l l  b e l o w  t h e  m a x i m u m  s c o r e  ( i . e .  n i n e ) .  I n  f a c t ,  
m o s t  m e a n  w e i g h t s  f e l l  i n  t h e  r e g i o n  b e t w e e n  z e r o  t o
4 .  T h e  t o t a l  w e i g h t  o f  e a c h  o f  t h e  a g g r e g a t e d  c a t e g o r i e s  
o f  w o r k  c o n t e n t  w a s  t h e n  d e r i v e d  b y  s u m m i n g  t h e  m e a n  
w e i g h t s  o f  a l l  t h e  r o l e  e x p e c t a t i o n s  w h i c h  c o m p r i s e d  
i t .  T h u s ,  a  c a t e g o r y  w i t h  a  s u b s t a n t i a l  w e i g h t i n g  ( i n  
n u m e r i c a l  t e r m s )  w a s  u s u a l l y  o n e  c o n t a i n i n g  a  l a r g e  
n u m b e r  o f  s p e c i f i c  e x p e c t a t i o n s .  S i n c e  t h e  a n a l y s i s  
h a d  b e e n  a t  p a i n s  t o  c r e a t e  d i s c r e t e ,  n o n - o v e r l a p p i n g  
s p e c i f i c  e x p e c t a t i o n s ,  t h i s  r e p r e s e n t e d  a  r e a s o n a b l e ,  
n o n - b i a s e d  m e a s u r e .
T h e  t o t a l  w e i g h t  o f  e x p e c t a t i o n  f o r  e a c h  c a t e g o r y  o f  w o r k  
c o n t e n t  i s  u s e d  a s  a  g u i d e  t o  t h e  r e l a t i v e  i m p o r t a n c e  
a m o n g s t  d i f f e r e n t  r o l e  e x p e c t a t i o n s .  I n  o r d e r  t o  b r o a d l y  
i n d i c a t e  t h e  r e l a t i v e  s t r e n g t h  o f  t h e  a g g r e g a t e d  r o l e  
e x p e c t a t i o n s ,  t h e  f o l l o w i n g  r a t i n g  s y s t e m  w a s  e m p l o y e d :
a )  H i g h  = f o r  w e i g h t  a b o v e  3 7 . 5 2
b )  M e d i u m  = 1 8 . 7 7  -  3 7 . 5 2
c)  W eak  = b e l o w  1 8 . 7 7
T h e  a b o v e  r a t i n g  w a s  d e r i v e d  u s i n g  t h e  f o l l o w i n g  s t e p s :  (1)  
f i n d i n g  t h e  d i f f e r e n c e  b e t w e e n  t h e  h i g h e s t  w e i g h t  ( i n  t h i s  
c a s e  5 6 . 2 8 )  a n d  t h e  l o w e s t  w e i g h t  ( w h i c h  i s  0 . 0 0 ) ,  (2)  t h e
d i f f e r e n c e  ( 5 6 . 2 8 )  w a s  t h e n  d i v i d e d  b y  t h r e e  s i n c e  t h r e e  
s c a l e s  - w e a k ,  m e d i u m  a n d  h i g h  - w e r e  u s e d ,  a n d  (3)  t h e  
o u t c o m e  o f  t h e  d i v i s i o n  ( 1 8 . 7 6 )  w a s  u s e d  a s  r a n g e  f o r  e a c h  
s c a l e .
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Table 5.1 Average w eight o f ro le dem ands on fo u r d ifferent types o f job s
Types of jobs/ LM PER SP MLF AVE.
Role demands
M aintain Perform ance 28.54 0.00 11.11 15.28 13.73
Im prove Perform ance 5.42 0.00 6.44 2.67 3.63
G eneral W ork Adm inistration 31.00 24.56 23.00 27.34 26.48
G eneral W ork Developm ent 15.46 1.44 2.11 0.00 4.75
Service/Product Q uality 21.25 0.00 11.00 0.78 8.26
Custom er Adm inistration .9 .5 0 0.00 11.11 2.78 5.85
C ustom er Developm ent 0.00 0.00 0.67 0.00 0.17
Vendor/Supplier Adm inistration 5.00 0.00 2.67 1.44 2.28
Vendor/Supplier Developm ent 0.00 0.00 1.00 0.00 0.25
O ther External Liaison 1.84 4.55 5.82 2.57 3.70
S ta ff Adm inistration 46.50 56.28 36.67 51.34 38.98
S ta ff Developm ent 12.33 14.67 5.89 6.78 9.92
Inform ation Adm inistration 10.33 15.89 7.33 7.57 10.28
Financial Adm inistration 6.58 4.67 8.67 7.44 6.84
Financial Developm ent 0.00 0.00 2.00 0.00 0.50
Prem ises Adm inistration 3.50 0.00 2.22 3.00 2.18
Equipm ent Adm inistration 4.50 0.00 0.00 2.22 1.68
M aterials Adm inistration 0.00 0.00 0.00 14.11 3.53
S elf Adm inistration 18.83 17.28 14.11 14.24 16.12
S elf Developm ent 0.50 0.67 1.00 0.90 0.77
Table 5.2(a) The W eight o f Role Expectations on Line Managers -  LM
All Co. A Co. B
Line Manager/ LM A/OPM B/PM
Role expectations (ave.) i
M aintain Perform ance (All) 28.54 23.50 33.58
Safeguard interest of company and unit 4.17 3.00 5.33
Set achievable targets 1.50 3.00 0.00
Achieve sales targets 2.54 2.17 2.92
Meet overall unit's performance target 5.50 5.00 6.00
Plans objectives and goals strategically 2.17 0.00 4.33
Ensure projects run as plan 2.33 3.00 1.67
Ensure efficient use of corporate resources 3.00 0.00 6.00
Ensure max. utilisation of manpower & machines 2.83 5.67 0.00
Mobilise superior's commitment 2.17 0.00 4.33
Ensure that decisions work 2.33 1.67 3.00
Im prove Perform ance (All) 5.42 2.67 8.17
Ensure high sales growth 1.33 2.67 0.00
Continue improving unit’s performance 2.58 0.00 5.17
Enforce actions req. to improve unit's performance 1.50 0.00 3.00
G eneral W ork Adm inistration (All) 31.00 33.33 28.67
Work as a team with other departments 6.00 6.00 6.00
Share resources with other departments 2.33 0.00 4.67
Decision-maker 2.83 5.67 0.00
Make key decisions 1.50 3.00 0.00
Identify and solve problems 3.00 6.00 0.00
Confronts problems immediately 1.33 2.67 0.00
Coordinate departmental goals with company's goals 3.00 0.00 6.00
Coordinate strategies with HQ 3.00 0.00 6.00
Coordinate, organise and supervise unit's act. 1.50 0.00 3.00
Develop strategies to achieve expected targets 1.50 0.00 3.00
Perform administrative work 2.67 5.33 0.00
Conduct Une tour 2.33 4.67 0.00
G eneral W ork Developm ent (All) 15.46 7.00 23.92
Ensure high flexibility and adaptability 4.13 0.00 8.25
Continuos improvement of operational activities 1.50 0.00 3.00
Plan unit's objectives and goals 3.67 0.00 7.33
Plan capacity 2.00 4.00 0.00
Plan strategies to meet customers' requirements 1.50 3.00 0.00
Search for business opportunities 2.67 0.00 5.33
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Table 5.2 (a) The W eight o f Role Expectations on Line M anagers - LM
All Co.A Co.B
Line Manager/ LM A/OPM B/PM
Role expectations (ave.)
Service/Product Quality (AH) 21.25 22.33 20.17
Responsible for all aspects related to quality 6.00 6.00 6.00
control/maintain quality standard
Uncompromised as far as quality is concerned 1.17 2.33 0.00
Minimise number of rejects from customers 2.67 5.33 0.00
Prompt delivery 3.00 3.00 3.00
Provide attractively priced goods & reliable sales sen/ice 3.92 2.67 5.17
Design a  reliable monitoring programmes 1.50 3.00 0.00
Sensitive to public complaints 3.00 0.00 6.00
C ustom er Adm inistration (All) 9.50 7.00 12.00
Ensure total customers satisfaction 6.00 6.00 6.00
Minimise customers complaints/dissatisfaction 3.00 0.00 6.00
Liaise/keep customers informed 0.50 1.00 0.00
Vendor/Supplier Adm inistration (All) 5.00 4.00 6.00
Liaise with vendors 1.00 ,2.00 0.00
Keep vendors/shipping agencies informed 4.00 2.00 6.00
O ther External Liaison (All) 1.84 1.67 2.00
Liaise with (key) people outside the company 1.84 1.67 2.00
S taff Adm inistration (All) 46.50 57.00 36.00
Conduct departmental meetings 2.67 5.33 0.00
Provide adequate staff supervision 2.00 0.00 4.00
Assist staff in operational work 3.17 2.33 4.00
Always available when needed 1.50 3.00 0.00
Evaluate staff performance objectively/monitor 2.33 2.33 2.33
staff performance
Involved in people development programmes 1.67 2.00 1.33
Keep staff inform on overall company's strategies 1.50 0.00 3.00
Treat staff as individuals/consider staff training 1.50 0.00 3.00
needs in terms of business framework
Negotiate on staff behalf 2.00 0.00 4.00
Solve major problems with staff 1.50 3.00 0.00
Protect staff from pressures coming from other depart. 1.17 0.00 2.33
Facilitate staff in achieving their targets 1.50 3.00 0.00
Keep group united and work as a  team 2.50 5.00 0.00
Plan staffing 3.00 3.00 3.00
Recruit, select and retain staff 3.00 6.00 0.00
Minimise staff turnover 1.50 3.00 0.00
Handle and minimise conflicts among staff 1.50 3.00 0.00
Delegate activities 3.00 6.00 0.00
Provide direction, counseling and coaching 3.00 0.00 6.00
Provide clear and adequate instructions to staff 1.00 2.00 0.00 .
Responsible for the overall supervision of unit 5.50 8.00 3.00
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Table 5.2(a) The W eight o f Role Expectations on Line M anagers -LM
AH Co. A Co.B
Line Managers/ LM A/OPM B/PM
Role expectations (ave.)
S ta ff Developm ent (All) 12.33 9.00 15.67
Assist in human resources development 0.67 0.00 1.33
Ensure job satisfaction among staff 2.00 3.00 1.00
Motivate staff towards achieving company's goals 2.17 3.00 1.33
Develop staff to ensure continuous improvement 3.67 0.00 7.33
Be a  mentor to the staff 1.50 0.00 3.00
Ensure staff fulfill their social responsibilities 0.83 0.00 1.67
Ensure high productivity of staff 1.50 3.00 0.00
Inform ation Adm inistration (AH) 10.33 10.67 10.00
Perform advisory and consultancy role 0.67 1.33 0.00
Advise management of opportunities in business 0.67 0.00 1.33
Explain company's policies/rules to employees 0.83 1.67 0.00
Share information "2.50 2.00 3.00
Attend various company's meetings 5.67 5.67 5.67
Financial Adm inistration (All) 6.58 2.00 11.17
Keep cost as low as possible 1.50 0.00 3.00
Reduce operation costs 5.08 2.00 8.17
Prem ises Adm inistration (AH) 3.50 7.00 0.00
Ensure that operations comply with safety regulations 1.50 3.00 0.00
Take care of housekeeping of the production floor 2.00 4.00 0.00
Equipm ent Adm inistration (AH) 4.50 9.00 0.00
Responsible for maintenance of all machines 1.50 3.00 0.00
Minimise machine breakdown 1.50 3.00 0.00
Achieve minimal machine down time 1.50 3.00 0.00
S elf Adm inistration (AH) 18.83 20.00 17.67
Stand firm on decision made 1.50 3.00 0.00
Constantly in touch with others in the company 1.50 0.00 3.00
Competent, knowledgeable and experience 0.67 0.00 1.33
Have good analytical ability 0.50 1.00 0.00
Create friendly environment 7.33 5.67 9.00
Honest and understanding 0.50 1.00 0.00
Set an example 3.17 3.33 3.00
Perform leadership role 3.67 6.00 1.33
S elf Developm ent (AH) 0.50 0.00 1.00
Be an entrepreneur 0.50 0.00 1.00
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Table 5.2 (b) The W eight O f Role Expectations On Personnel M anagers -  PER
ALL Co.B Co.B Co.D
Personnel Managers/ PER B/TRM B/ERM D/DPM
Role expectations (ave.)
G enera! W ork Adm inistration (A ll) 24.56 20.67 30.33 22.67
W ork as a team with other departments 2.67 0.00 8.00 0.00
Make key decisions 3.33 4.67 0.00 5.33
Identify and solve problems 3.56 4.00 0.00 6.67
Assist in shaping & planning company's strategies 1.00 3.00 0.00 0.00
Monitor court cases where product managers 1.67 0.00 0.00 5.00
at subsidiary level are involved
Perform administrative work 4.00 6.00 6.00 0.00
Handle issues related to company’s cafeteria 1.89 0.00 5.67 0.00
Respond to every recommend letter 0.67 0.00 2.00 0.00
Spend a least 2 hrs on manufacturing floor 2.00 0.00 6.00 0.00
Visit subsidiaries 1.89 0.00 0.00 5.67
Promote organisation's culture 0.89 0.00 2.67 0.00
Consider plant as a learning organisation 1.00 3.00 0.00 0.00
General W ork Developm ent (All) 1.44 1.33 3.00 0.00
Ensure high flexibility and adaptability of unit 1.44 1.33 3.00 0.00
O ther External Liaison (AH) 4.55 2.33 6.00 5.33
Develop effective working relationship with 1.78 0.00 0.00 5.33
government officials/labour union
Liaise with (key) people outside the company 2.11 2.33 4.00 0.00
W ork closely with higher learning institutions 0.67 0.00 2.00 0.00
S taff A dm inistration (Ail) 56.28 53.50 48.67 66.67
Conduct departmental meetings 0.33 0.00 1.00 0.00
Make decisions favourable to staff 0.33 0.00 0.00 1.00
Listen to staff ideas and suggestions 1.33 4.00 0.00 0.00
Assist staff in operational work 2.72 2.50 0.00 5.67
Always available when needed 1.00 0.00 0.00 3.00
Evaluate staff performance objectively/monitor 1.67 0.00 0.00 5.00
staff performance
Gives recognition to job well done 1.00 1.67 1.33 0.00
Conduct orientation programme for new recruits 2.00 6.00 0.00 0.00
Proper allocation of courses and training budget 1.67 5.00 0.00 0.00
Design programme within allocated budget 2.00 6.00 0.00 0.00
Inform staff of availability of training programme 0.78 0.00 2.33 0.00
Play major role in identifying staff training needs 2.00 6.00 0.00 0.00
Achieve company's annual training target 1.00 3.00 0.00 0.00
Conduct training evaluation and modification 2.67 6.00 2.00 0.00
Involved in people development programme 2.56 3.00 4.67 0.00
Table 5.2 (b) The W eight O f Role Expectations On Personnel M anagers -  PER
ALL Co.B Co.B Co.D
Personnel Managers/ PER B/TRM B/ERM D/DPM
Role expectations (ave.)
S ta ff Adm inistration (cont.) (All) 2.00 6.00 0.00 0.00
Allocate 40 hrs training prog, for each employee 2.00 0.00 0.00 6.00
Negotiate with labour union on company's behaif 0.67 0.00 0.00 2.00
Negotiate on staff behalf 0.44 1.33 0.00 0.00
Protect staff from pressures coming from other dept. 0.78 0.00 2.33 0.00
Act middlemen between company & employees 0.67 0.00 2.00 0.00
Solve major problems with staff 2.00 0.00 0.00 6.00
Plan staffing 2.00 0.00 0.00 6.00
Prepare terms and conditions of employment 2.00 0.00 0.00 6.00
Recruit, select and retain staff 1.00 0.00 0.00 3.00
Recruit personnel at subsidiary level 3.00 0.00 6.00 3.00
Take care of termination of employees 2.00 0.00 6.00 0.00
Conduct 'exit' interviews 1.00 0.00 0.00 3.00
Determine staff salary scale 1.67 0.00 0.00 5.00
Prepare staff salary 2.00 0.00 0.00 6.00
Handle all matters related to personnel issues 2.78 0.00 8.33 0.00
Handle employees grievances 1.89 0.00 1.67 4.00
Handle and minimise conflicts among staff 2.89 3.00 5.67 0.00
Provide direction, counseling and coaching 0.67 0.00 0.00 2.00
Organise company's annual recreational activities 1.78 0.00 5.33 0.00
S taff Developm ent (All) 14.67 28.67 15.33 0.00
Consider company as a learning organisation 0.67 0.00 2.00 0.00
Conduct training council meetings on training 0.67 2.00 0.00 0.00
Develop and customise training programmes 1.00 3.00 0.00 0.00
Design training programme that support co. strategies 2.00 6.00 0.00 0.00
Assist in human resources development programmes 0.67 2.00 0.00 0.00
Design participate management process that encourage 2.00 6.00 0.00 0.00
participation among employees
Create an image that company's staff are its best assets 0.67 0.00 2.00 0.00
Ensure job satisfaction among staff 3.67 4.00 7.00 0.00
Motivate staff towards achieving company's goals 0.89 2.67 0.00 0.00
Develop staff to ensure continuous improvement 0.56 0.00 1.67 0.00
Add value to business in which the employees are in 1.00 3.00 0.00 0.00
charge of
Ensure staff fulfill their social responsibilities 0.89 0.00 2.67 0.00
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Table 5.2 (b) The W eight O f Role Expectations On Personnel Managers - PER
ALL Co.B Co.B Co.D
Personnel Managers/ PER B/TRM B/ERM D/D PM
Role expectations (ave.)
Inform ation Adm inistration (All) 15.89 11.67 25.00 11.00
Perform advisory and consultancy role 2.33 3.00 4 .0 0 _ 0.00
on business-related issues
Provide advice related to personnel issues 1.67 0.00 0.00 5.00
Advise plant mangers on disciplinary actions 2.00 0.00 0.00 6.00
Explain company's policies/rules to employees 2.33 0.00 7.00 0.00
Share information with staff and other member 2.78 3.00 5.33 0.00
of company/resolve and discuss
problems with colleagues
Attend various company's meetings 3.44 5.67 4.67 0.00
Ensure the effectiveness of internal 1.33 0.00 4.00 0.00
organisation's communication channels
Financial Adm inistration (All) 4.67 3.00 0.00 11.00
Keep cost as low as possible 0.00 0.00 0.00 0.00
Reduce operation costs 1.67 0.00 0.00 5.00
Submit an estimate amount of staff 2.00 0.00 0.00 6.00
salaries budget
Calculate returns on training prog, offered 1.00 3.00 0.00 0.00
S elf Adm inistration (All) 17.28 15.33 26.83 9.67
Stand firm on decision made 1.33 0.00 0.00 4.00
Involve with company's recreational activities 3.72 3.67 7.50 0.00
Competent, knowledgeable and experience 5.00 5.00 7.00 3.00
Create friendly environment 5.11 6.67 6.00 2.67
Willing to accept criticisms 0.67 0.00 2.00 0.00
Attend training and seminars 1.44 0.00 4.33 0.00
S elf Developm ent (Ail) 0.67 0.00 2.00 0.00
Self development 0.67 0.00 2.00 0.00
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Table 5.2 (c) The Weight O f Role Expectations On Specialists - SP
ALL Co. A Co.C Co.D
Specialists/ SP A/QM C/SPM D/ACC
Role expectations (ave.)
Maintain Performance (All) 11.11 17.33 16.00 0.00
Achieve sales targets 1.67 5.00 0.00 0.00
Plans objectives and strategies 1.00 0.00 3.00 0.00
Ensure ali projects run as plan 1.56 4.67 0.00 0.00
Take care of general aspects of operations 1.78 5.33 0.00 0.00
Ensure that decisions work 0.78 2.33 0.00 0.00
Responsible for shipment of goods to customer 1.78 0.00 5.33 0.00
Monitor delivery of goods 0.89 0.00 2.67 0.00
Ensure maximum utilisation of storage space 1.67 0.00 5.00 0.00
Improve Performance (All) 6.44 5.33 3.00 11.00
Ensure high sales growth 1.78 5.33 0.00 0.00
Continue improving unit's performance 2.67 0.00 3.00 5.00
Reduce overtime work 2.00 0.00 0.00 6.00
General Work Administration (All) 23.00 25.00 26.00 18.00
Works as a team-with other departments 2.67 6.00 0.00 2.00
Liaise with storage and production department 2.00 0.00 6.00 0.00
Make key decisions 0.56 1.67 0.00 0.00
Identify and solve problems 4.56 6.00 3.00 4.67
Solve key problems 2.00 0.00 6.00 0.00
Coordinate, organise and supervise activities 2.00 6.00 0.00 0.00
Ensure overall smooth running of operation 2.00 0.00 6.00 0.00
under one's control
Perform administrative work 3.78 5.33 0.00 6.00
Conduct line tour two/three times a week 3.44 0.00 5.00 5.33
General Work Development (All) 2.11 3.33 0.00 3.00
Promote organisation's culture 1.00 0.00 0.00 3.00
Ensure high flexibility and adaptability of unit 1.11 3.33 0.00 0.00
Service/Product Quality (Ail) 11.00 21.00 12.00 0.00
Responsible for all aspects related to quality 2.00 6.00 0.00 0.00
control/maintain quality standard
Ensure delivery of quality goods 2.00 0.00 6.00 0.00
Prompt delivery 1.00 0.00 3.00 0.00
Ensure fair price 0.67 0.00 2.00 0.00
Monitor service cycle time after sales service 1.00 3.00 0.00 0.00
Conduct product analysis 2.00 6.00 0.00 0.00
Design a reliable monitoring programme 2.00 6.00 0.00 0.00
Table 5.2 (c) The Weight Of Role Expectations On Specialists -  SP
-------------- 2
ALL Co.A Co.C Co.D
Specialists/ SP A/QM C/SPM D/ACC
Role expectations (ave.)
Customer Administration (All) 11.11 33.33 0.00 0.00
Ensure total customers satisfaction/ensure products 1.67 5.00 0.00 0.00
meet customers satisfaction
Handle customers complaints and inquiries 2.00 6.00 0.00 0.00
Minimise customer's complaints 1.78 5.33 0.00 0.00
Give priorities to issues related to customer’s 2.33 7.00 0.00 0.00
satisfaction
Response to customers feedback 1.00 3.00 0.00 0.00
Liaise with customers 1.67 5.00 0.00 0.00
Negotiate with vendors on customers behalf 0.67 2.00 0.00 0.00
Customer Development (All) 0.67 2.00 0.00 0.00
Keep customer informed 0.67 2.00 0.00 0.00
Vendor/Supplier Administration (AH) 2.67 8.00 0.00 0.00
Maintain good relationship with vendors and 1.00 3.00 0.00 0.00
shipping agencies
Assist/advise vendor 1.67 5.00 0.00 0.00
Vendor/Supplier Development (AH) 1.00 3.00 0.00 0.00
Develop a network of suppliers 1.00 3.00 0.00 0.00
Other External Liaison (AU) 5.83 10.50 7.00 0.00
Develop effective working relationship with government 1.00 1.00 2.00 0.00
officials/labour union
Liaise with (key) people outside the company 0.89 2.67 0.00 0.00
Acts as company's spokesman/public relation 1.78 0.00 5.33 0.00
Staff Administration (AU) 36.67 50.33 33.33 26.33
Conduct departmental meetings informally 1.33 0.00 4.00 0.00
Inform staff 2.00 0.00 0.00 0.00
Listen to staff ideas and suggestions
Assist staff in operational work 2.89 3.33 5.33 0.00
Evaluate staff performance objective/monitor staff 3.67 0.00 5.00 6.00
performance
Gives recognition to job well done 1.33 4.00 0.00 0.00
Inform staff of availability of training pogramme 1.00 3.00 0.00 0.00
Provide on-job training 1.89 2.00 2.00 1.67
Negotiate on staff behalf 5.00 5.00 4.67 5.33
Recruit, select and retain staff 3.67 5.67 5.33
Recommend staff promotion 1.00 0.00 3.00 0.00
Minimise staff turnover 2.67 3.00 0.00 5.00
Recommend favourable salary adjustment 1.00 0.00 0.00 3.00
Handle employees grievances 1.67 5.00 0.00 0.00
Handle and minimise conflicts among staff 1.67 5.00 0.00 0.00
Delegate activities 1.78 0.00 5.33 0.00
Delegate routine activities 1.78 5.33 0.00 0.00
Provide clear and adequate instructions 2.33 3.00 4.00 0.00
when delegating tasks to staff
Table 5.2 (c) The Weight Of Role Expectations On Specialists - SP
ALL Co. A Co.C Co.D
Specialists/ SP A/QM C/SPM D/ACC
Role expectations (ave.)
Staff Development (All) 5.89 5.00 3.00 9.67
Motivate staff towards achieving company's goals 2.33 2.00 0.00 5.00
Develop staff to ensure continuous improvement 1.56 0.00 0.00 4.67
Delegate challenging tasks to staff 1.00 3.00 0.00 0.00
Increase staff social responsibilities 1.00 0.00 3.00 0.00
Information Administration (All) 7.33 12.00 5.00 5.00
Perform advisory and consultancy role on 1.67 0.00 5.00 0.00
business-related issues
Explain company's policies/rules to employees 0.67 2.00 0.00 0.00
Share information with staff and other member 3.33 5.00 0.00 5.00
Attend various company's meetings 1.78 5.33 0.00 0.00
Financial Administration (All) 8.67 0.00 9.00 17.00
Review accounts 2.00 0.00 0.00 6.00
Complete monthly accounts within twenty days 2.00 0.00 0.00 ' 6.00
Keep cost as low as possible 3.00 0.00 9.00
Submit an estimated amount of staff salaries budget 1.67 0.00 0.00 5.00
Financial Development (All) 2.00 0.00 0.00 6.00
Prepare monthly financial report 2.00 0.00 0.00 6.00
Premises Administration (Alt) 2.22 6.67 0.00 0.00
Take care of housekeeping of the production floor 2.22 6.67 0.00 0.00
Self Administration (All) 14.11 16.33 9.66 16.33
Stand firm on decision made 3.78 3.00 5.33 3.00
Be in superiors 'good book' 1.00 3.00 0.00 0.00
Competent, knowledgeable and experience 2.00 0.00 3.00 3.00
Create friendly environment 3.44 5.33 0.00 5.00
Confident and convincing 0.44 0.00 1.33 0.00
Honest and understanding 2.44 5.00 0.00 2.33
Set an example 1.00 0.00 0.00 3.00
Self Development (All) 1.00 0.00 0.00 3.00
Self development 1.00 0.00 0.00 3.00
Table 5.2(d) The Weight Of Role Expectations On Multi-Function Managers - MLF
All Co.A Co.C Co.D
Multi-function Manager/ MLF A/SSM C/CDTM D/ADM
Role expectations (ave.)
Maintain Performance (Ali) 15.28 12.83 26.00 7.00
Maintain company's corporate image 0.67 0.00 0.00 2.00
Sound planning capabilities 0.67 0.00 2.00 0.00
Ensure projects run as plan 3.06 4.50 4.67 0.00
Ensure efficient use of corporate resources 1.67 0.00 5.00 0.00
Plans and organise operation of sister co. 3.44 0.00 5.33 5.00
Responsible for improvement of operational 1.67 0.00 5.00 0.00
activities of company & sister co.
Establish a workplan on how to approach 0.67 0.00 2.00 0.00
Provide lead frame support to ensure no line down 1.78 5.33 0.00 0.00
Ensure that decisions work 0.67 0.00 2.00 0.00
Minimise total cycle time 1.00 3.00 0.00 0.00
Improve Performance (All) 2.67 5.00 3.00 0.00
Continue improving unit's performance 2.67 5.00 3.00 0.00
General Work Administration (Ail) 27.34 39.00 24.70 18.33
Work as a team with other department 4.00 6.00 4.00 2.00
Liaise with storage and production department 1.89 5.67 0.00 0.00
Provide managerial support to data processing unit 1.33 0.00 4.00 0.00
Assist colleagues with some of their tasks 0.56 0.00 0.00 1.67
Identify and solve problems 3.44 5.33 0.00 5.00
Solve key problems 2.00 0.00 6.00 0.00
Coordinate, organise and supervise activities 1.00 0.00 3.00 0.00
activities under one's control
Allocate available resources effectively 2.00 0.00 6.00 0.00
Plan daily loading per capacity 1.56 4.67 0.00 0.00
Ensure overall smooth running of unit's operation 1.89 5.67 0.00 0.00
Identify priority areas to focus in developing 0.57 0.00 1.70 0.00
and integrating one's network
Perform administrative work 3.44 5.33 0.00 5.00
Handle issues related to company's cafeteria 1.56 0.00 0.00 4.67
Observe procedures laid down by the company 0.56 1.67 0.00 0.00
Conduct line tour 1.56 4.67 0.00 0.00
Service/Product Quality (All) 0.78 2.33 0.00 0.00
Prompt delivery 0.78 2.33 0.00 0.00
Customer Administration (All) 1.78 7.33 0.00 0.00
Liaise with customers 0.44 1.33 0.00 0.00
Provide top five customers 'die' support 1.33 4.00 0.00 0.00
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Table 5.2 (d) The Weight Of Role Expectations On Multi-Function Managers - MLF " ' I
All Co.A Co.C Co.D
Multi-function Manager/ MLF A/SSM C/CDTM D/ADM
Role expectations (ave.)
Vendor/Supplier Administration (All) 1.44 4.24 0.00 0.00
Liaise with vendors 0.56 1.67 0.00 0.00
Maintain good relationship with vendors and 0.89 2.67 0.00 0.00
shipping agencies
Other External Liaison (All) 2.57 4.00 0.00 3.70
Develop effective working relationship with 1.68 1.33 0.00 3.70
government officials/labour union
Liaise with (key) people outside the company 0.89 2.67 0.00 0.00
Staff Administration (All) 51.34 50.33 43.03 60.67
Conduct departmental meetings 1.78 5.33 0.00 0.00
Conduct departmental meetings informally 1.00 3.00 0.00 0.00
Inform staff 2.33 2.00 5.00 0.00
Provide adequate staff supervision 0.56 1.67 0.00 0.00
Assist staff in operational work 3.67 4.00 3.00 4.00
Always available when needed 1.43 . 0.00 2.30 2.00
Evaluate staff performance objective/monitor 4.00 3.00 3.00 6.00
staff performance
Gives recognition to job well done 1.00 0.00 2.00 1.00
Provide on-job training 3.11 4.33 2.00 3.00
Involved in people development programmes 1.67 0.00 5.00 0.00
Negotiate with labour union on company's behalf 1.33 0.00 0.00 4.00
Ensure discipline among employees 1.69 0.00 0.00 5.67
Treat staff as individuals/consider staff training 1.57 0.00 4.70 0.00
needs in term of business framework
Negotiate on staff behalf 1.89 3.00 1.67 1.00
Solve major problems with staff 0.78 2.33 0.00 0.00
Make staff aware of major problem in the unit 1.00 3.00 0.00 0.00
Facilitate staff in achieving their targets 2.22 5.00 1.67 0.00
Plan staffing 1.33 0.00 0.00 4.00
Recommend staff promotion 0.67 0.00 0.00 2.00
Recruit, select and retain staff 4.00 6.00 0.00 6.00
Recruit personnel at subsidiary level 1.67 0.00 0.00 5.00
Determine staff salary 1.00 0.00 0.00 3.00
Handle all matters related to personnel issues 2.00 0.00 0.00 6.00
Handle employee grievances 0.00 0.00 0.00 0.00
Handle and minimise conflicts among staff 1.00 0.00 0.00 3.00
Delegate activities 2.57 0.00 2.70 5.00
Provide clear and adequate instructions 1.44 2.33 2.00 0.00
when delegating tasks to staff
Responsible for the overall supen/ision of unit 1.78 5.33 0.00 0.00
Organise training programme 2.67 0.00 8.00 0.00
Table 5.2 (d) The Weight Of Role Expectations On Multi-Function Managers - MLF .......... - l b
All Co. A Co.C Co.D
Multi-function Manager/ MLF A/SSM C/CDTM D/ADM
Role expectations (ave.)
Staff Development (All) 6.78 0.00 18.33 2.00
Improve the frequency of availability of training 0.67 0.00 2.00 0.00
programme
Develop and customise training programme 2.00 0.00 6.00 0.00
Assist in human resources development programme 0.67 0.00 2.00 0.00
Motivate staff towards achieving company's goals 1.00 0.00 2.00 1.00
Develop staff to ensure continuous improvement 1.78 0.00 4.33 1.00
Increase employees social responsibilities 0.67 0.00 2.00 0.00
Information Management (All) 7.57 13.00 7.70 2.00
Perform advisory and consultancy role on business 2.33 2.00 5.00 0.00
-related issues
Share information with staff and other member of 2.90 4.00 2.70 2.00
the company/resolve and discuss problems with
colleagues
Attend various company's meetings 1.67 5.00 0.00 0.00
Communicate daily 'die' status and work-in-process .0.67 2.00 0.00 0.00
with colleagues
Financial Administration (All) 7.44 22.33 0.00 0.00
Prepare daily invoices and sales 0.67 2.00 0.00 0.00
Responsible for costing of the product 2.00 6.00 0.00 0.00
Ensure cost effective purchasing 2.00 6.00 0.00 0.00
Cost control on material usage consumption 1.78 5.33 0.00 0.00
Reduce operation costs 1.00 3.00 0.00 0.00
Premises Administration (All) 3.00 0.00 0.00 9.00
Ensure security of premises 2.00 0.00 0.00 6.00
Take care of the housekeeping of the production floor 1.00 0.00 0.00 3.00
Equipment Administration (All) 2.22 2.67 0.00 4.00
Ensure adequate equipment 0.89 2.67 0.00 0.00
Approve requisition of equipment 1.33 0.00 0.00 4.00
Materials Administration (All) 14.11 32.33 0.00 10.00
Practice JIT inventory system with local purchase 1.89 5.67 0.00 0.00
Ensure smooth inflow of materials required in 2.00 6.00 0.00 0.00
manufacturing operations
Coordinate and control purchases made by 2.00 6.00 0.00 . 0.00
all departments
Carry minimal inventory 2.00 6.00 0.00 0.00
Control wastage 3.67 6.00 0.00 5.00
Approve material requisition 2.56 2.67 0.00 5.00
Table 5.2 (d) The Weight Of Rofe Expectations On Multi-Function Managers - MLF 1
All Co.A Co.C Co.D
Multi-function Manager/ MLF A/SSM C/CDTM D/ADM
Roie expectations (ave.)
Self Administration (All) 14.24 16.66 16.07 10.00
Flexible in performing managerial activities 0.56 0.00 1.67 0.00
Stand firm on decision made 1.89 2.67 1.00 2.00
When problem arises, deal with the issue objectively 0.67 0.00 2.00 0.00
Competent, knowledgeable and experience 0.57 0.00 1.70 0.00
Have good analytical ability 0.78 2.33 0.00 0.00
Create friendly environment 5.44 6.33 4.00 6.00
Willing to accept criticisms 0.00 0.00 0.00 0.00
Honest and understanding 2.33 3.00 2.00 2.00
Set an example 2.01 2.33 3.00 0.00
Self Development (All) 0.90 0.00 2.70 0.00
Learn and work with experience 0.90 0.00 2.70 0.00
I
170
5 .2 .1  Line Managers (LM)
The A/OPM of Company A and the B/PM of Company B
The LM were subject to  strong expectations concerning the 
ad m in is tra tio n  of s ta f f ,  moderate emphasis on performance 
maintenance, general a d m in is tra tio n  of work, 
serv ice /product q u a lity  and s e lf  adm in is tra tion  and l i t t l e  
emphasis on the management of customers, suppliers/vendors, 
l ia is in g  w ith  ou ts iders , s ta f f  development, exchanging 
in form ation , finance and areas re la te d  to the physical 
aspects of th e ir  jobs ( i . e .  premises, equipment and 
m a te r ia ls ) .
" 5 .2 .1 a  High weighted expected work content
The ad m in is tra tio n  of s ta f f  was the only one which appeared 
to  be s tro ng ly  expected of the LM.
i .  S t a f f  A d m i n i s t r a t i o n
In  adm inistering  s ta f f  requirements, the LM were expected 
to emphasise ro u tin e  work, such as conducting departmental 
meetings, eva lua ting  s ta f f  performance, planning s ta ff in g ,  
re c ru it in g , s e le c tin g  and re ta in in g  s ta f f ,  ra th e r  than ad 
hoc m atters, such as s ta f f  t ra in in g .
As fa r  as involvement in  tra ining/developm ent of th e ir  
subordinates was concerned, the find ings of th is  study 
suggest th a t the LM were not expected to  be responsible fo r  
how th e ir  subordinates completed the tasks in  th e ir  jobs 
but only fo r  the completion of th e ir  own ta s k s .
Table 5 .2 .1 a  summarises d e ta ile d  a c t iv i t ie s  of expectations  
which were given strong emphasis w ith in  a generic set of 
a c t iv i t ie s  which a lread y  received high-weighted  
expectations. The se lected  s p e c ific  expectations in d ica ted  
in  Table 5 .2 .1 a  are s p e c if ic  expectations w ith  weights 2.00  
and above. Given the method used to  weight expectations  
(see Chapter T h re e ), weights of two and above co n stitu ted
1 7 1
s t r o n g  e m p h a s is .
Table 5 .2 .1 a : LM: A c t iv it ie s  upon which the LM were
expected to g ive  more emphasis in  high  
weighted categories of expectations
Work Content Strong emphasis
Staff
Administration
Conduct departmental meetings; Assist staff; 
Evaluate/monitor staff performance; Keep group 
united; Plan staffing; Recruit, select and retain 
staff; Delegate activities; Provide direction; 
Overall supervision of unit
5 .2 . lb  Medium weighted work content
LM were m oderately expected to  handle m atters re la te d  to  
the maintenance of o v e ra ll performance, general 
a d m in is tra tio n  of work, maintenance of q u a lity  of 
service/product and s e lf  ad m in is tra tio n .
i .  M a i n t a i n  P e r f o r m a n c e
The ro les  expected of the LM appeared to  be d irec ted  
e x te rn a lly  and were re s u lt -o r ie n te d . They were expected to  
safeguard the in te re s t  of th e ir  companies and u n its , 
besides meeting set ta rg e ts  and maximising usage of 
corporate resources, p a r t ic u la r ly  manpower and machinery.
i i .  G e n e r a l  W o rk  A d m i n i s t r a t i o n
In  the a d m in is tra tio n  of general work, the LM were expected 
to  safeguard the 'good' image of th e ir  organisations {in  
the eyes of outsiders) and th e ir  own u n its  (w ith respect to  
other u n its  in  the o rg a n is a tio n ). Besides th is , they were 
also expected to  work as a team w ith  other departments, as 
w e ll as coord inating  th e ir  a c t iv i t ie s  w ith  those of the 
organ isation  as a whole, inc lud ing  .those a t the 
Headquarters. Id e n tify in g  and solving problems was another 
c e n tra l aspect of th e ir  jobs. However, i t  appeared th a t  
the LM were not expected to  decide on key issues, to  
coordinate a c t iv i t ie s  of th e ir  own u n its  and to plan  
s tra te g ie s  to  achieve desired  ta rg e ts .
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i i i .  S e r v i c e / P r o d u c t  Q u a l i t y
The LM were moderately expected to be concerned w ith  
m aintain ing the q u a lity  of products and services rendered 
to customers. Equally im portant, the LM were also expected 
to  be s e n s itiv e  to  p u b lic  complaints concerning the 
products. The la t t e r  expectations suggest the emergent 
in te re s t  of in d iv id u a ls  in  the organisations to po rtray  
th e ir  organisations as a s o c ia lly  responsible member of the 
community.
iv .  S e l f  A d m i n i s t r a t i o n
As the head of th e ir  resp ective  u n its , the LM were expected 
to  be f r ie n d ly  w ith  members of the same organ isation , 
p a r t ic u la r ly  " w ith  th e ir  subordinates. They were also  
expected to be a ro le  model and a lead er.
Table 5 .2 .1 b  summarises the various a c t iv i t ie s  th a t LM were 
expected to emphasise w ith in  moderately weighted categories  
of expectations. S p e c ific  expectations w ith  weights of two 
and above are those deemed to  be a t tra c t in g  a 's tron g ' 
emphasis.
Table 5 .2 .1 b : LM: A c t iv it ie s  upon which the LM were
expected to g ive more emphasis in  medium 
weighted categories o f expectations
Work content Emphasis
Maintain
Performance
Safeguard interest of company & unit; Achieve 
sales targets; Meet overall unit's performance 
target; Ensure projects run as plan; Ensure 
efficient use of corporate resources; Ensure max. 
utilisation of manpower & machines; Mobilise 
superiors' commitments; Ensure that decisions work
General Work 
Administration
Work as team; Share resources; Decision-maker; 
Identify and solve problems; Coord*, strategies 
with HQ; Coord, dept, goals with company's goals; 
Process paperwork; Conduct line tour
Service/Produc 
t Quality
Resp. for a ll quality-related matters; Min. number 
of rejects from customers; Prompt delivery;
Provide attractively priced goods & reliable sales 
service; Sensitive to public complaints
Self
Administration
Friendly; Set an example; Perform leadership role
keys: Max. = Maximise; Min. = Minimise,- Dept'. = Departmental; Coord.
= Coordination; Resp. = Responsible
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5 .2 .1 c  Low weighted expected work content
The remaining areas of work content appeared not to  be of 
s ig n if ic a n t ro le  expectations fo r  the LM.
i . I m p r o v e  P e r f o r m a n c e
Although by the expectations on improving general 
performance of work w ith in  th e ir  departments the LM were 
expected to  g ive ra th e r  more emphasis on in te rn a l 
performance of th e ir  u n its . They were also expected to  be 
concerned w ith  the sales performance of th e ir  
o rg an isa tio n s .
i i .  G e n e r a l  W o rk  D e v e l o p m e n t
I t  appeared th a t the LM were b a s ic a lly  expected t"o focus on 
the general a d m in is tra tio n  of work and less on in i t ia t in g  
new ways of perform ing work. Nevertheless, they were s t i l l  
expected to  ensure th a t th e ir  u n its  were able to ad just 
q u ick ly  to s itu a tio n a l needs, p lan th e ir  u n its ' ob jec tives , 
goals or s tra te g ie s  and be en trep ren eu ria l in  th e ir  outlook  
( i . e .  search fo r  business o p p o rtu n itie s ).
i i i .  C u s t o m e r  A d m i n i s t r a t i o n
The jobs of the LM also  included taking  care of the 
customers. However, such expectations were given l i t t l e  
weight and were lim ite d  to  ensuring th a t customers received  
to ta l  s a tis fa c tio n , and th a t the le v e l of complaints from 
the customers was m in im al.
iv .  V e n d o r / S u p p l i e r  A d m i n i s t r a t i o n
In  the ad m in is tra tio n  of the vendors/suppliers , the LM were 
expected to b u ild  good re la tio n s h ip s  and disseminate 
re levan t in form ation p e rta in in g  to  the present or fu tu re  
needs of the organ isatio ns .
v . O t h e r  E x t e r n a l  L i a i s o n
I t  appeared th a t there  were r e la t iv e ly  few expectations on 
the LM to  in te ra c t  w ith  ou ts id ers .
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v i . S t a f f  D e v e l o p m e n t
Although the LM were s tro n g ly  expected to  handle s ta ff in g  
m atters, they were not expected to be much involved in  the 
development of s t a f f .  The weight given to  most a c t iv i t ie s  
in  th is  area of the jobs of the LM was gen era lly  low, 
except th a t of ensuring continuous improvement of s ta f f  
performance which was high.
v i i .  I n f o r m a t i o n  A d m i n i s t r a t i o n
Exchanging general in form ation  was confined to company 
meetings and members of the same organ isations. This 
suggests th a t the in fo rm atio n a l th a t ro le  they were 
expected to perform was lim ite d  to th a t of a dissem inator 
but not a spokesman (M intzberg, 1973).
v i i i  F i n a n c i a l  A d m i n i s t r a t i o n
In  carry ing  out th e ir  d u tie s , the LM were expected to  be 
conscious of the costs incurred in  the manufacturing  
operations but, otherw ise, the area of f in a n c ia l  
ad m in is tra tio n  a ttra c te d  few expectations.
ix .  P r e m i s e s  A d m i n i s t r a t i o n
The LM were expected to  be concerned w ith  the safe ty  of the 
employees working a t the production f lo o r . To avoid  
contam ination of the e le c tro n ic  products, housekeeping of 
the production f lo o r  was of prime importance to  the LM.
x. E q u i p m e n t  A d m i n i s t r a t i o n
The LM were expected to  handle the condition  and e ff ic ie n c y  
of the machines, in  g e n e ra l.
x i . S e l f  D e v e l o p m e n t
Although the expectations on the development of s e lf  were 
r e la t iv e ly  low, the LM were expected to give ra th e r more 
emphasis in  p lay ing  the ro le  of an entrepreneur.
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Table 5 .2 .1 c  summarises the a c t iv i t ie s  which were given  
more emphasis w ith in  a generic category of otherwise low 
weighted expectations. S p e c ific  expectations w ith  weights 
of two and above are those deemed to be a t tra c t in g  a strong  
emphasis.
Table 5 .2 .1c : LM: A c t iv it ie s  upon which the LM were
expected to g ive more emphasis in  otherwise  
low weighted categories of expecta tio ns .
Work content Emphasis
Improve
Performance
Continue improving unit's performance
General Work 
Development
Ensure high flex. & adapt, of unit; Plan unit's 
obj. and goals; Search for business opportunity
Customer
Administration
Ensure total customer satisfaction; Min. 
customer complaints
Vendor/Supplier 
Administration
Keep vendors/suppliers informed
Other External 
Liaison
Nil
Staff
Development
Motivate staff; Develop staff
Information
Administration
Share information; Attend meetings
Financial
Administration
Reduce operation costs
Premises
Administration
Nil
Equipment
Administration
Nil
Self Development Nil
Keys: Flex. = Flexib ility; Adapt.= Adaptability; Obj. = Objectives; 
Min. = Minimise
5 .2 . Id  Summary
The ad m in is tra tio n  of ro u tin e  m atters re la t in g  to  s ta f f in g  
appeared to  be s tro n g ly  expected of the LM. Expectations  
on the o ther remaining areas were e ith e r  moderate or weak. 
N evertheless, r e la t iv e  to  the other types of manager, the 
expectations of the LM to  perform in  the areas of 
m ainta in ing  o v e ra ll performance, q u a lity  of serv ice/product
and s e lf  appeared to be moderate. Thus, i t  appeared th a t  
the LM were s tro ng ly  required  to pay p a r t ic u la r  a tte n tio n  
to production re la te d  m atters .
On the other hand, the LM were expected to  • place less  
emphasis on m atters re la t in g  to in d iv id u a ls  or 
organisations outside (inc lud ing  customers and 
v en d o rs /s u p p lie rs ), t r a in in g /  development aspects of the 
s ta f f  and in  handling problem atic issues in vo lv in g  th e ir  
s t a f f .  The LM were also expected to be less involved in  
the physical aspects of th e ir  jobs. Low weightings were 
given to  the management of premises, equipment and 
m a te r ia ls .
Thus, the LM appeared to  be expected to place strong  
emphasis on th e ir  s ta f f  and respective  departments under 
th e ir  re s p o n s ib il it ie s . On the contrary , they were 
expected to give l i t t l e  emphasis on m atters re la te d  to  the v
organ isation  as a whole, physical aspects of th e ir  jobs, 
a c t iv i t ie s  re la te d  to  development and organisations or 
in d iv id u a ls  outside th e ir  o rgan isations.
5 .2 .2  Personnel Managers (PER)
The B/TRM and the B/ERM of Company B and the 
D/DPM of Company D
Of the to ta l  number of areas of work content id e n t if ie d  in  
th is  study, the PER were expected to perform only nine 
areas of them. Furthermore, most of the areas a ttra c te d  low 
weighted expectations except fo r  the ad m in is tra tio n  of 
work, where expectations were moderate.
5 .2 .2 a  High weighted expected work content
i .  S t a f f  A d m i n i s t r a t i o n
The emphasis on the PER in  m atters re la te d  to s ta f f in g  was 
more on ad hoc issues and tra in in g  programmes than on 
ro u tin e  m atters (p a r t ic u la r ly ,  those re la te d  to  op erational
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work) . In  developing the tra in in g  programmes, the PER were 
expected to  be cost conscious and to achieve the desired  
number of t ra in in g  hours fo r  which each employee was 
expected to a tten d . I t  a lso  appeared th a t the PER were to  
conduct in terv iew s on employees who wished to  q u it .  
Determ ination of s ta f f  s a la ry  scale also seemed to be the 
re s p o n s ib ility  of the PER. Besides taking  care of the 
organ isation  in  which they work, the PER were also expected 
to handle personnel issues a t the subsid iary le v e l ( i f  
any) .
I t  is  a lso worth noting  th a t the PER, r e la t iv e ly ,  were 
expected to  give g re a te r a tte n tio n  to n eg o tia tin g  w ith  the 
labour union (on company's beh a lf) than to  n eg o tia tin g  on 
behalf of the s t a f f .  Table 5 .2 .2 a  summarises the
a c t iv i t ie s  upon which the PER were expected to give strong  
emphasis, as w e ll as those a c t iv i t ie s  they were expected to  
give r e la t iv e ly  l i t t l e  emphasis in  otherwise high weighted 
categories of expectations. These are taken to be s p e c ific  
expectations w ith  weights o f two and above.
Table 5 .2 .2 a  PER: A c t iv i t ie s  upon which the PER were
expected to g ive  more emphasis in  high  
weighted categories of expectations
Work
content
Strong emphasis
Staff
Administrat
ion
Take care of employees termination; Provide 
direction, counselling & coaching; Handle employees 
grievances; Assist staff in operational work;
Conduct training evaluation & modification; Involved 
in people dev. prog.
Keys: Dev. = Development; Prog. = Programme
5 .2 .2b Medium weighted expected work content
i .  G e n e r a l  W o rk  A d m i n i s t r a t i o n
B a s ic a lly , the PER were expected to perform ro u tin e  m atters  
p e rta in in g  to  the general ad m in is tra tio n  of work. Taking 
care of the personnel aspects of th e ir  organ isations, the 
PER were expected to  work as a team w ith  other 
departments, p a r t ic u la r ly  so when they were expected to be
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involved in  people t ra in in g  programmes and in  conducting 
eva lua tion  and m o d ifica tio n  of the tra in in g  programmes 
o ffe re d  to  the s t a f f .  Further, in  c re a tin g  a close  
re la tio n s h ip  between the PER and the employees, they were 
expected to  conduct v is i t s  to  the manufacturing f lo o r , fo r  
a duration  of a t le a s t two hours per day.
Making decisions, p a r t ic u la r ly  key decisions, appeared to  
be as equ a lly  im portant as solving problems in  the job of 
the PER. Table 5 .2 .2 b  summarises a c t iv i t ie s  th a t the PER 
were expected to emphasise and those to  be given less  
emphasis w ith in  otherw ise medium weighted categories of 
expectations. These are taken to  be s p e c if ic  expectations  
w ith  weights of two and above.
Table 5 .2 .2 b : PER: A c t iv it ie s  upon which the PER were
expected to g ive more emphasis in  medium 
weighted categories of expectations
Work content Emphasis
General Work 
Administrati 
on
Perform administrative work 
Identify and solve problems 
Make key decisions
Work as a team with other departments
5 .2 .2 c  Low weighted expected work content
i .  G e n e r a l  W o rk  D e v e l o p m e n t
Although the expectations on general development of work 
were r e la t iv e ly  low, the PER were expected to  ensure th a t  
th e ir  u n its  were able to  ad just q u ick ly  to  s itu a tio n a l  
e xp ecta tio n s .
i i .  O t h e r  E x t e r n a l  L i a i s o n
I t  appeared th a t the PER were expected to  g ive ra th e r more 
emphasis on in d iv id u a ls  or organisations outside th e ir  
organ isations, inc lu d in g  h igher le a rn in g  in s t itu t io n s .
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i i i . S t a f f  D e v e l o p m e n t
I t  appeared th a t the PER were b a s ic a lly  requ ired  to  focus 
on the ad m in is tra tio n  of s ta f f  and less to  th e ir  
development. N evertheless, they were s t i l l  expected to  
give ra th e r  more emphasis on ensuring job s a tis fa c tio n  
among employees and designing tra in in g  programmes which 
support the needs of th e ir  organisations and which 
encourage employee p a r t ic ip a t io n .
iv .  I n f o r m a t i o n  A d m i n i s t r a t i o n
The s p e c ific  expectations on the PER re la te d  to  exchanging 
general in form ation  suggest th a t the PER were to act as the 
in form ation  centre fo r  the organ isation  which employed 
them. Besides atten d ing  meetings and sharing in form ation  
w ith  members of the same organ isation , they were also  
expected to  exp la in  company p o lic ie s /ru le s  and perform  
advisory/consultancy r o le s . The PER were expected to  
advise su b s id ia ries  ( i f  any) as w e ll, s p e c if ic a lly  on 
p erso n n e l-re la ted  m atters .
v . F i n a n c i a l  A d m i n i s t r a t i o n
The PER were expected to be cost-conscious in  o ffe r in g  
t ra in in g  and in  operating  those tra in in g  programmes. I t  
also appeared th a t, as a group, the PER were expected to  
submit a budget on the s a la ry  of the s ta f f  ( i . e .  th e ir  
sub o rd in a tes ).
v i . S e l f  A d m i n i s t r a t i o n
In  perform ing th e ir  work re la te d  to  the management of 
personnel, the PER were expected to be f r ie n d ly  w ith  
members of the same organ isa tio n  and to  be h ig h ly  involved  
in  re c re a tio n a l a c t iv i t ie s .  P laying a major ro le  in  
tra n s m ittin g  general in form ation throughout th e ir  
organ isatio n  (re fe r  to  s p e c if ic  expectations in  In form ation  
A d m in is tra tio n ), they were expected to  be competent, 
knowledgeable and experienced. They were also expected to  
accept c r it ic is m s  but th is  expectation  was of low
1 8 0
im portance.
v i i .  S e l f  D e v e l o p m e n t
S e lf development, i r o n ic a l ly ,  appeared to be something 
which the PER were not s tro n g ly  expected to do.
Table 5 .2 .2 c  summarises a c t iv i t ie s  upon which the PER were 
expected to give more emphasis in  otherwise low weighted 
categories of expecta tio n . These are taken to  be s p e c ific  
expectations w ith  weights of two and above.
Table 5 .2 .2 c : PER: A c t iv i t ie s  upon which the PER were
expected to g ive  more emphasis in  otherwise  
low weighted categories of expectations
Work Content Emphasis
General Work Dev. Nil
Other External 
Liaison
Liaise with (key) people outside the org.
Staff Dev. Ensure job satisfaction; Design training prog.; 
Design participative mgmt. process
Information
Admin.
Attend company meetings; Share inform.; Explain 
company policies/rules; Advice plant managers 
(at subsidiary level)
Financial Admin. Estimate budget for staff salary
Self Admin. Competent, knowledgeable & experienced; 
Friendly; Involved in company recreational 
actv.
Self Dev. Nil
Keys: Org. = Organisation; Inform. = Information; Dev. = Development; 
Prog. = Programme; Admin. = Administration
5 .2 .2 d  Summary
In  the job of the PER, the ad m in is tra tio n  of s ta f f  appeared 
to  be of high importance but w ith  p a r t ic u la r  emphasis. 
This was follow ed in  importance by general ad m in is tra tio n  
of work w h ils t the rem aining areas were of low importance. 
M atters re la t in g  to  performance, q u a lity  of 
serv ice /p rod uct, customers, vendors/suppliers  and the 
physical aspects of t h e ir  jobs ( i . e .  premises, equipment
and m ate ria ls ) were absent in  th e ir  jobs. This suggests 
th a t the jobs of the PER were to  s tro ng ly  focus on issues 
re la te d  to s ta f f  requirements and general ad m in is tra tio n  of 
work w h ils t those a c t iv i t ie s  in vo lv in g  the operational 
and/or ex te rn a l side were of less importance. Further, 
l ia is in g  w ith  outsiders  was also  not seen as p a rt of th e ir  
j  obs.
5 .2 .3  S p e c ia lis ts  (SP)
The A/QM of Company A, the C/SPM of Company C and 
the D/ACC of Company D
Based on the weights, there  appeared to  be no expectations  
on the SP in  the 'h ig h ' category. The SP were moderately  
expected to  be concerned w ith  s ta f f in g  and general 
ad m in is tra tio n  of work. Equipment and m ate ria ls  seemed to  
be absent in  expectations about the jobs of the SP.
5 .2 .3 a  Medium weighted expected work content
i .  G e n e r a l  W o rk  A d m i n i s t r a t i o n
In  handling general a d m in is tra tio n  of work, the emphasis of 
s p e c ific  expectations was g e n e ra lly  re la te d  to  ro u tin e  
m atters , such as id e n t ify in g  and solv ing problems, 
inc lu d in g  key problems, coord inating  a c t iv i t ie s ,  m onitoring  
and v is i t in g  the m anufacturing f lo o r .  However, making key 
decisions appeared to  be unimportant in  th e ir  jobs.
i i .  S t a f f  A d m i n i s t r a t i o n
In  con trast to  the o th er types of jobs, handling s ta f f  
m atters appeared to be of only moderate importance to the 
SP. They were m ainly expected to  ta c k le  ro u tin e  s ta ff in g  
m atters , ra th e r than the tra in in g  and development aspects 
of th e ir  s t a f f .
Table 5 .2 .3 a  summarises s p e c if ic  expected a c t iv i t ie s  upon 
which the SP were expected to  g ive emphasis and those to  
which they could g ive less  emphasis w ith in  otherwise medium
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weighted categories of exp ec ta tio n s . These are deemed to  
be s p e c ific  expectations w ith  weights of two and above.
Table 5 .2 .3 a : SP: A c t iv i t ie s  upon which the SP were
expected to g ive  more emphasis in  medium 
weighted categories o f expectations
Work Content Emphasis
General Work 
Admin.
Identify & solve problems; Perform administrative 
work; Conduct line tour
Staff Admin. Negotiate on behalf of staff; Recruit, select & 
retain staff; Evaluate staff performance 
objectively/monitor staff performance.; Minimise 
staff turnover; Provide clear & adequate 
instructions
5 .2 .3b  Low weighted expected work content
Most of the areas under which the SP were expected to  
perform were given r e la t iv e ly  low weight by the ro le  s e t.
i .  M a i n t a i n  P e r f o r m a n c e
Although the expectations on m aintain ing performance were 
r e la t iv e ly  low, the SP were expected to g ive ra th e r  more 
emphasis on ro u tin e  m atters re la te d  to op eration a l work, 
inc lud ing  shipment of goods to customers. Shipment of 
goods was an aspect invo lved in  the job of the SP because 
one of the SP was a Shipping Manager.
i i . I m p r o v e  P e r f o r m a n c e
The SP were expected to ensure continuous improvement of 
performance of th e ir  u n it .  A d d itio n a lly , they were also  
expected to  be cost conscious.
i i i .  G e n e r a l  W o rk  D e v e l o p m e n t
The SP were expected to  promote company c u ltu re . The 
h ig h ly  sp ec ia lis ed  nature  o f th e ir  jobs, taken as a group, 
does not l im i t  th e ir  ro les  w ith in  th e ir  areas of 
s p e c ia lis a tio n . In  a way, they were expected to  p lay  the  
ro le  of g e n e ra lis ts  as w e ll.
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iv .  S e r v i c e / P r o d u c t  Q u a l i t y
As a group, w ith in  a generic set of a c t iv i t ie s  which 
otherwise received low-weighted expectations, the SP were 
expected to give ra th e r  more emphasis on m atters re la te d  to  
q u a lity  and, p a r t ic u la r ly  m aintain standard of serv ice  
rendered to  customers.
v. C u s t o m e r  A d m i n i s t r a t i o n
The r e la t iv e ly  low expectations concerning handling issues 
re la te d  to  customers were confined to provid ing  to ta l  
customer s a tis fa c tio n  and a c t iv i t ie s  re la te d  to  th a t .
v i . C u s t o m e r  D e v e l o p m e n t
In  th is  aspect, the SP were only expected to  keep the  
customers informed. They were not expected to  b rin g  in  new 
customers since, in  a l l  the p a r t ic ip a t in g  companies, the 
determ ination  of market t e r r i t o r y  and/or n e g o tia tio n  w ith  
new customers were c e n tra lis e d  a t the overseas HQ.
v i i  V e n d o r / S u p p l i e r  A d m i n i s t r a t i o n
The SP were expected to  keep a good rapport w ith  the 
suppliers  as w e ll as shipping agencies.
v i i i  V e n d o r / S u p p l i e r  D e v e l o p m e n t
In  con trast to  customers, the SP were expected to  increase  
the number of c e r t i f ie d  vendors/suppliers to  the company. 
Such expectations on the SP might be re la te d  to th e ir  
tech n ica l s p e c ia lis a tio n  and the a b i l i t y  to  provide  
recommendation on which vend or/sup p lier in  the market to  be 
selected as the company's c e r t i f ie d  ven d o r/su p p lie r.
ix .  O t h e r  E x t e r n a l  L i a i s o n
Besides m ain ta in ing  a good re la tio n s h ip  w ith  government 
o f f ic ia ls / la b o u r  union, and key people outside th e ir  
organ isations, the SP were also expected to  act as th e ir  
company spokesman.
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x. S t a f f  D e v e l o p m e n t
M otiva ting  s ta f f  appeared to  be the main aspect of th is  
area of the SP job expectations.
x i . I n f o r m a t i o n  A d m i n i s t r a t i o n
To ou ts iders , the SP appeared to  p lay the ro le  of company 
spokesman, but w ith in  th e ir  own organ isation , they were 
le a s t expected to exp la in  company p o lic ie s /ru le s  to  
employees. Sharing of in form ation  among members of the 
same organ isation  appeared to  be h ig h ly  required  of the SP.
x i i  F i n a n c i a l  A d m i n i s t r a t i o n
Most of the expectations here were m ainly re la te d  to the 
job of one of the"SP, i . e .  the Accountant of Company D 
(D/ACC).
x i i i  F i n a n c i a l  D e v e l o p m e n t
Again, th is  m ainly app lied  to  the D/ACC.
x iv .  P r e m i s e s  A d m i n i s t r a t i o n
The s p e c if ic  expectations here were d ire c te d  to  the Q u a lity  
Manager - in  charge of housekeeping of the manufacturing  
f lo o r .
xv. S e l f  A d m i n i s t r a t i o n
The focus of expectations here was on general a ttr ib u te s  
and a ttitu d e s  of the SP.
x v i . S e l f  D e v e l o p m e n t
The SP were expected to  develop themselves in  whatever way 
they thought a p p ro p ria te .
Table 5 .2 .3 b  summarises s p e c if ic  a c t iv i t ie s  w ith in  the 
categories of expectations of the SP which received low a 
weight which were to  be given ra th e r  more emphasis. These 
are deemed to be s p e c if ic  expectations w ith  weights of two 
and above.
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T a b le  5 . 2 . 3 b :  S P : A c t i v i t i e s  u p o n  w h ic h  t h e  SP w e r e
e x p e c t e d  t o  g i v e  m o re  e m p h a s is  i n  o t h e r w i s e
lo w  w e ig h t e d  c a t e g o r i e s  o f  e x p e c t a t i o n s
Work content Emphasis
Maintain Performance Nil
Improve Performance Continue improving unit's performance
General Work 
Development
Nil
Service/Product 
Quality
Nil
Customer
Administration
Nil
Customer Development Nil
Vendor/Supplier 
Administration
Nil
Vendor/Supplier
Development
Nil
Other External Liaison Nil
Staff Development Motivate
Information
Administration
Share information
Financial
Administration
Keep cost low
Financial Development Nil
Premises
Administration
Take care of housekeeping
Self Administration Stand firm on decision made; Friendly; 
Honest & understanding
Self Development Nil
5 .2 .3 c  Summary
The most no ticeab le  fe a tu re  of jobs of the SP was th a t they 
were subject to  only moderate expectations re la t in g  to  
s ta f f in g  issues. On the other hand, the management of 
customers and vendors /supp liers , though of low importance, 
were com paratively more s tro ng ly  expected, than in  the 
other types of jobs.
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5 .2 .4  M u lti-F u n c tio n  Managers (MLF)
The A/SSM of Company A, the C/CDTM of Company C 
and the D/ADM of Company D
The MLF consisted o f managers tak ing  charge of several 
support areas, e ith e r  broadly re la te d  (in  the case of the 
A/SSM and the D/ADM) or h ig h ly  d iv e rs if ie d  ( in  the case of 
the C/CDTM). Thus, caution must be exercised when 
analysing th e ir  ro le  expectations since as a group they are 
ra th e r  d isp ara te .
The MLF were subject to  strong expectations re la t in g  to  
a d m in is tra tio n  of s t a f f ,  fo llow ed by general adm in is tra tion  
of work w h ils t the rem aining areas a ttra c te d  r e la t iv e ly  low 
expectations. A c t iv i t ie s  re la te d  to the development of 
general work, customer, vend or/sup p lie r and finance were 
absent from others ' expectations.
5 .2 .4 a  High weighted expected work content
i .  S t a f f  A d m i n i s t r a t i o n
The key areas of the job of the MLF appeared to be a 
m ixture of ro u tin e  and ad hoc s ta f f in g  m atters. The MLF 
were also expected to  be h ig h ly  involved in  organising and 
provid ing  tra in in g  programmes.
Table 5 .2 .4 a  summarises a c t iv i t ie s  re la te d  to the general 
category 'A d m in is tra tio n  of S ta f f '  upon which the MLF were 
expected to give more emphasis. These are deemed to be 
s p e c ific  expectations w ith  weights of two and above.
1 8 7
T a b le  5 . 2 . 4 a :  M L F : A c t i v i t i e s  u p o n  w h ic h  t h e  MLF w e r e
e x p e c t e d  t o  g i v e  m o re  e m p h a s is  i n  h i g h
w e ig h t e d  c a t e g o r i e s  o f  e x p e c t a t i o n s
Work
content
Strong emphasis
Staff 
Admin.
Inform staff; Assist staff; Evaluate/monitor staff 
perf.; Provide on-the-job training; Facilitate staff; 
Recruit, select & retain; Delegate actv.; Organise 
training prog.
Keys: Perf. = Performance; Actv. = Activities; Prog. = Programme.
5 .2 .4 b  Medium weighted expected work content
i .  G e n e r a l  W o rk  A d m i n i s t r a t i o n
Teamwork was expected of the MLF, p a r t ic u la r ly  w ith  the 
storage, production and data processing u n its . The MLF 
were also expected to  id e n t ify  and solve problems, 
s p e c if ic a l ly  key problems and processing paperwork. Table 
5 .2 .4 b  summarises a c t iv i t ie s  upon which the MLF were 
expected to  give more emphasis in  otherwise medium weighted 
categories of e x p e c ta tio n s . These are deemed to be 
s p e c ific  a c t iv i t ie s  w ith  weights 2.00 and above.
Table 5 .2 .4 b : MLF: A c t iv it ie s  upon which the MLF were
expected to g ive more emphasis in  medium 
weighted categories of expectations
Work content Emphasis
General Work 
Admin.
Work as a team with other dept.; Identify & 
solve problems; Processing paperwork
Keys: Admin. = Administration; Dept. = Department.
5 .2 .4 c  Low weighted expected work content
i . I m p r o v e  P e r f o r m a n c e
Providing support s e rv ice , the MLF were only expected to  
focus on improving the performance of th e ir  respective  
u n its .
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i i .  S e r v i c e / P r o d u c t  Q u a l i t y
M ain ta in ing  the q u a lity  of serv ice , instead of products, 
was requ ired  of the MLF, although the area g en era lly  
a ttra c te d  low weighted expectations.
i i i .  C u s t o m e r  A d m i n i s t r a t i o n
The MLF were expected to provide tech n ica l support to  the 
customers, besides being in  constant touch w ith  them.
iv .  V e n d o r / S u p p l i e r  A d m i n i s t r a t i o n
Besides customers, the MLF a lso  appeared to be involved in  
the ad m in is tra tio n  of vendors /supp liers . However, the 
a c t iv i t ie s  expected of them were more in  terms of 
developing good rapport w ith  the vendors/suppliers than 
those re la te d  to m anufacturing operations.
v. O t h e r  E x t e r n a l  L i a i s o n
In te ra c tin g  w ith  in d iv id u a ls  or organisations outside th e ir  
organisations were also lim ite d  to  the aim of c rea tin g  good 
re la tio n s h ip  w ith  the e x te rn a l environment.
v i . S t a f f  D e v e l o p m e n t
The low expectations on the MLF to be involved in  s ta f f  
development were constrained by the requirements which were 
d ire c te d  towards th e ir  work group and those concerning the 
s ta f f  re s p o n s ib ilit ie s  towards the community a t la rg e .
v i i .  I n f o r m a t i o n  A d m i n i s t r a t i o n
S im ila r  to  the o ther types of manager, the MLF were 
expected to  perform  advisory ro les  as w e ll as to  share 
re lev a n t in form ation  w ith  members of the same 
organ isations.
v i i i  F i n a n c i a l  A d m i n i s t r a t i o n
Processing paperwork re la te d  to  f in a n c ia l m atters appeared 
to  be p a rt o f the job of the MLF. They were als<^ expected 
to  be cost e f fe c t iv e .
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x. E q u i p m e n t  A d m i n i s t r a t i o n
The ad m in is tra tio n  of equipment, in  general, was expected 
of the MLF.
x i . M a t e r i a l s  A d m i n i s t r a t i o n
The MLF were expected to  co n tro l wastage as fa r  as m ate ria l 
consumption was concerned. Provisions of permissions of 
m ate ria l a c q u is itio n  a lso  appeared to be p a rt of the job of 
the MLF. I t  seemed th a t the MLF were the only type of 
managers requ ired  to  place some emphasis on m a te ria ls . 
However, fu r th e r  ana lys is  in d ica ted  th a t th is  was job  
re la te d  since the job re s p o n s ib ility  of the MLF re la te d  to  
m a te ria l management.
x i i . S e l f  A d m i n i s t r a t i o n
Creating a f r ie n d ly  environment fo r  members of the same 
organ isations, as w e ll as fo r  ex tern a l members (as noted in  
the expectations re la te d  to  customers, vendors/suppliers  
and other e x te rn a l contacts) was expected of the MLF. They 
were also expected to  set an example and be honest and 
understanding. In d ir e c t ly ,  these requirements re f le c te d  
the degree of t ru s t  on the MLF by members of th e ir  ro le -  
s e t .
x i i i  S e l f  D e v e l o p m e n t
The MLF were expected to  le a rn  and work w ith  experts in  
l in e  w ith  the expectations on them to  set a 'good' example.
Table 5 .2 .4 c  summarises a c t iv i t ie s  expected of the MLF 
which were given more emphasis w ith in  otherwise low 
weighted categories of expectations. These are s p e c if ic  
expectations w ith  weights o f two and above.
v i x .  P r e m i s e s  A d m i n i s t r a t i o n
S e c u r i t y  a n d  h o u s e k e e p in g  o f  t h e  o r g a n i s a t i o n a l  p r e m is e
a l s o  a p p e a r e d  t o  b e  t h e  a c t i v i t i e s  e x p e c t e d  o f  t h e  M LF .
1 9 0
T a b le  5 . 2 . 4 c :  M L F : A c t i v i t i e s  u p o n  w h ic h  t h e  MLF w e r e
e x p e c t e d  t o  g i v e  m o re  e m p h a s is  i n  o t h e r w i s e
lo w  w e ig h t e d  c a t e g o r i e s  o f  e x p e c t a t i o n s
Work content Emphasis
Improve
Performance
Continue improving unit's performance
Service/Product
Quality
Nil
Customer Admin. Nil
Vendor/Supplier
Admin.
Nil
Other External 
Liaison
Nil
Staff Dev. Nil
Information
Admin.
Perform advisory/consultancy role; Share 
information
Financial Admin. Nil
Premises Admin. Nil
Equipment Admin. Nil
Materials Admin. Control wastage
Self Admin. Friendly; Honest & understanding; Set example
Self Dev. Nil
Keys: Dev. = Development; Admin. = Administration
5 .2 .4d Summary
There appeared to  be strong expectations on the MLF to  
adm inister s ta f f  on both ro u tin e  and ad hoc issues w h ils t  
moderate emphasis was placed on general ad m in is tra tio n  of 
work, p a r t ic u la r ly  on ro u tin e  work. W ith in  a generic set 
of a c t iv i t ie s  which otherw ise receive  low weighted 
expectations, a c t iv i t ie s  r e la t in g  to continue improving 
u n it 's  performance, perform  advisory ro le , share 
in form ation , con tro l wastage, f r ie n d ly , honest and 
understanding and set example were given ra th e r  more 
emphasis.
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From the data on the expectations of others on d if fe re n t
types of managers, the fo llo w in g  conclusions emerge:
1. The managers were s tro ng ly  expected to  engage in  s ta f f  
ad m in is tra tio n , except SP where the expectations were 
moderate. In  th is  area, i t  appeared th a t s p e c ific  
emphasis va rie d  g re a tly  between the PER and the other  
types of jobs. The PER were expected to be more 
involved in  ad hoc employment m atters (such as 
handling employee grievances, provide counselling  and 
h a n d lin g  s t a f f  t e r m in a t io n )  and s t a f f  
tra in ing /developm ent. The other types of jobs, in  
co n tras t, were expected to  take care of routine  
departmental s ta f f in g  m atters (plan s ta ff in g ,  
re c ru it in g , s e le c tin g  and re ta in in g  s ta f f ,  de legating  
d u ties  and s u p e rv is in g ).
2. In  a l l  cases the managers were expected to  be 
m oderately invo lved in  the general ad m in is tra tio n  of 
work. S p e c if ic a lly ,  they were expected to be 
concerned w ith  id e n tify in g  and solv ing problems, 
processing paperwork and working as a team w ith  other 
departments. However, there were d iffe re n c es  of 
emphasis re la te d  to decision-m aking, handling  
su b s id ia ries  and the frequency of involvement in  
making l in e  tou rs .
3. There appeared to  be a common c h a ra c te r is t ic  in  the 
expected contact p a tte rn  of the managers in  d if fe re n t  
job types. They were a l l  expected to  give low 
p r io r i t y  to  in te ra c tin g  w ith  in d iv id u a ls  or 
organisations outside (inc lud ing  customers and 
vendors/suppliers) but h igher p r io r i t y  to  in te rn a l 
contacts (p a r t ic u la r ly ,  w ith  th e ir  sub ord in ates). 
This fin d in g  suggests th a t the managers were to  be
5 . 2 . 5  O v e r a l l  s u m m a ry
more concerned w ith  the needs and requirements of 
members of the same organisations and to be in te rn a lly  
f o c u s e d T h is  is  not surp ris in g  given the fa c t  th a t  
a l l  the managers in  th is  study were a t op era tion a l 
le v e l of management where the emphasis is  more on 
in te rn a l than e x te rn a l m atte rs .
4. The d if fe r e n t  types of manager were expected to  give  
d if fe r e n t  emphasis to  d if fe r e n t  areas of expectations. 
R e la tiv e  to  the o ther types of managers, the LM were 
expected to  place more emphasis on m ainta in ing o v e ra ll 
performance, s e rv ic e / product q u a lity  and s e lf ;  the 
PER were expected to  concentrate r e la t iv e ly  more on 
conveying general in form ation ; the SV  were expected to  
emphasise m atte rs  r e la te d  to  custom ers, 
vendors/suppliers  and finance; and the MLF were 
expected to  emphasise the lo g is t ic a l  aspects of th e ir  
jobs, p a r t ic u la ry  m a te ria ls .
5. The general observation is  th a t expectations  
surrounding a l l  jobs seemed to focus p r im a r ily  on 
'a d m in is tra tio n ' ra th e r  than 'development''. Further, 
s p e c ific  expectations re la te d  more to  perform ing  
a c t iv i t ie s  which were ro u tin e  and/or re a c tiv e , ra th e r  
than p ro active  or fu tu re -o rie n te d  thus, l im it in g  
choice of job domains, constra in ing  c r e a t iv i ty  and 
s e lf-g e n e ra tin g  a c t iv i t ie s .
5 .2 .6  Grounded hypotheses
A c ru c ia l question, however, is  whether these ro le
expectations are a lso  gen era lisab le  across organisations  
w ith in  broad, s im ila r  job re s p o n s ib il it ie s . From the 
foregoing an a lys is , a set o f hypotheses may be advanced 
r e la t in g  to  what each type of manager might be expected to  
do in  the course of th e ir  work regardless of o rg an isa tio n a l 
context. These hypotheses w i l l  then be examined by
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comparing job types across d if fe r e n t  o rgan isations. 
Hypothesis 1
A l l  Line Managers w i l l  be expected to  adm inister s ta f f  
requirements, p a r t ic u la r ly  on ro u tin e  m atters . Further, 
they w i l l  be expected to  m ainta in  o v e ra ll performance, 
general ad m in is tra tio n  of work, sustain ing/im proving the 
q u a lity  of serv ice /p rod uct and s e lf  ad m in is tra tio n . 
However, the Line Managers w i l l  be expected to  be less  
concerned w ith  ad hoc s ta f f in g  issues, s ta f f  development, 
l ia is in g  w ith  ou ts id ers , customers, vendors/suppliers and 
the physical aspects of th e ir  job re s p o n s ib ilit ie s .  
Finance and areas re la te d  to  the fu tu re  and the unknown 
(such as general work development, s ta f f  development and 
s e lf  development) w i l l  be of less importance.
Hypothesis 2
A l l  Personnel Managers w i l l  be expected to adm inister 
s ta f f ,  e s p e c ia lly  on tra in in g  and problem atic areas. 
Personnel Managers w i l l  a lso  be expected to  carry  out 
general a d m in is tra tio n  of work, s ta f f  development and 
conveying in form ation  to  in te rn a l personnel. On the 
contrary , they w i l l  not be expected to  be concerned w ith  
performance, m aintaing q u a lity  of serv ice /p rod uct, physical 
areas of work ( i . e .  premises, equipment and m a te r ia ls ), 
l ia is in g  w ith  outsiders or handling f in a n c ia l m atters.
Hypothesis 3
A l l  S p e c ia lis ts  w i l l  be expected to  perform th e ir  
s p e c ia lis t  ro les  but w i l l  a lso  be more general in  outlook. 
They w i l l  be expected to  place emphasis on ro u tin e  s ta f f in g  
m atters and the a d m in is tra tio n  of general work op era tio n s . 
A d d it io n a lly , they w i l l  a lso  be expected take care of 
m atters r e la t in g  to  customers and ven d o rs /su p p lie rs . 
However, there  w i l l  be less requirement fo r  the S p e c ia lis ts  
to  be concerned w ith  s ta f f  development and f in a n c ia l  
m a tte rs .
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Hypothesis 4
A l l  M u lti-F u n c tio n  Managers w i l l  be expected to  emphasise 
ro u tin e  and ad hoc s ta f f in g  m atters, and on m atters  
re la te d  to  general ad m in is tra tio n  of work. At the same 
tim e, they are expected to carry  out ad m in is tra tio n  of the 
physical aspects of th e ir  jobs, e s p e c ia lly  those re la te d  
to  m a te ria ls .
5 .3  COMPARATIVE ANALYSIS WITHIN JOB CLASSIFICATIONS BUT 
BETWEEN ORGANISATIONS
The aim of th is  sectio n  is  to  compare and contrast the 
work expectations between managers w ith in  comparable gobs 
types in  d if fe r e n t  organisations in  order to  exp la in  the  
v a l id i t y  of the above hypotheses. To avoid re p e tit io n ,  
the comparative ana lys is  w i l l  focus on the key dimensions 
or work p attern s  expected of each type of job as in d ica ted  
in  the previous sectio n .
In  order to  broadly determine the r e la t iv e  v a ria tio n s  
between the managers in  terms of the r e la t iv e  degree of 
importance attached to  various areas of expectations, 
based on the to ta l  weight of expectations in  each 
category, the fo llo w in g  ra tin g  system is  employed:
a. Strong expectations = fo r  weight above 44.10
b. Medium expectations = 22.06 to  44.10
c. Weak expectations = below 22.06
In  designing the ra t in g  system, the same procedure as 
in d ica ted  e a r l ie r  was used.
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There were two managers c la s s if ie d  as Line Managers, i . e .  
the A/OPM and the B/PM. In  section  5 .2 .1 , i t  was observed 
th a t the LM were s tro n g ly  expected to be concerned w ith  the 
a d m in is tra tio n  of s ta f f  and moderately expected to perform  
a c t iv i t ie s  re la te d  to  m ain ta in ing  performance, q u a lity  of 
serv ice /p rod uct, general work and s e lf .  Further, r e la t iv e  
to  the o ther types o f jobs, the LM appeared to be expected 
to  place emphasis on development of general work and on the  
ad m in is tra tio n  of equipment. However, looked a t
separa te ly , the l in e  managers of Company A and Company B 
have less in  common (see ta b le  5 .3 a ) .
Table 5 .3a : A comparison o f the ro le  expectations
surrounding LM in  d if fe r e n t  organisations of 
the A/OPM and B/PM
5 . 3 . 1  L i n e  M a n a g e rs  (LM )
B e tw e e n  t h e  A /O P M  o f  C e n t r a l i s e d  O r g a n i s a t i o n  a n d
t h e  B /P M  o f  'C l a n '  O r g a n i s a t i o n
Expectations A/OPM B/PM
Strong Staff Administration Nil
Medium Maintain Performance 
General Work 
Administration 
Service/Product 
Quality
Maintain Performance 
General Work 
Administration 
Staff Administration
Weak Equipment
Administration
Service/Product 1 
Quality
Absence Equipment
Administration
Other observations worth mentioning are th a t the B/PM, aa 
compared w ith  the A/OPM, was expected to  carry  out 
ownership or business management functions (improving  
performance, developing general work, developing s e lf  and 
finance) . The main emphasis on the A/OPM appeared to be 
w ith  managerial functions (such as the ad m in is tra tio n  of 
s ta f f ,  performance and w o rk ).
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5 .3 .1 a  S ta ff  A d m in is tra tio n
There appeared to  be a strong expectation on A/OPM to  
adm inister s ta f f  but only moderate expectation on the B/PM. 
The d iffe re n c e  in  the s treng th  of expectations attached to  
th e ir  ro les  in  adm in is terin g  s ta f f  requirements might be 
explained by th e ir  span of c o n tro l - la rg e r  in  the case of 
the A/OPM - and the le v e l of competency of th e ir  
subordinates. Based on the ro les  expected of them in  
r e la t io n  to a d m in is tra tio n  of s ta f f ,  i t  appeared th a t the 
A/OPM subordinates needed c lo ser supervision and d ire c tio n  
as compared w ith  th a t of the B/PM.
The emphasis re la te d  to  s ta f f  requirements also d if fe re d  
between the two LM. The A/OPM was expected to concentrate  
more on ro u tin e  m atters (e .g . to  conduct departmental 
meetings, re c r u it ,  s e le c t and re ta in  s ta f f ,  delegate  
a c t iv i t ie s )  and to  g ive  close supervision (e .g . to  provide  
c le a r  and adequate in s tru c tio n s  and to keep s ta f f  u n ite d ) . 
The A/OPM was also s tro n g ly  expected to a s s is t th e ir  s ta f f  
in  meeting th e ir  ta rg e ts .
In  co n tras t, the B/PM was expected to  focus more on the 
personal in te re s ts  of s ta f f  (to  provide adequate 
supervision, a s s is t in  op era tion a l work, keep s ta f f  
informed, t re a t  them as in d iv id u a ls ) and problem atic areas 
(such as n e g o tia tin g  and p ro te c tin g  s ta f f  in t e r e s t ) .
5 .3 . lb  M ain ta in  Performance
Irre s p e c tiv e  of th e ir  o rgan isatio ns , the LM were m oderately 
expected to m ain ta in  o v e ra ll performance. Some were 
d ire c te d  e x te rn a lly , in c lu d in g  safeguarding the rep u ta tio n  
of th e ir  organ isations and achieving sales ta rg e ts , and 
some s p e c ific  to  the performance of th e ir  u n its , such as 
the achievement of the u n it 's  ta rg e ts , ensuring th a t  
p ro jec ts  run as planned, ensuring th a t decisions work and 
the e f f ic ie n t  use of corporate resources.
Despite the s im ila r i t ie s ,  the two jobs d if fe re d  in  the 
fo llo w in g  ways. F ir s t ,  in  s e ttin g  the departm ent's  
ta rg e ts , i t  appeared the A/OPM was in  con tro l of the  
desired re s u lt  as he was expected to set achievable ta rg e ts  
w h ils t such a p r iv ile g e  was absent in  the case of the B/PM. 
Further, in  respect of the u t i l is a t io n  of corporate  
resources, the A/OPM was s p e c if ic a lly  requ ired  to ensure 
maximum u t i l is a t io n  of manpower and machines but th is  was 
more g e n e ra lly  expressed in  the case of the B/PM. The 
v a r ia t io n  here might be re la te d  to  the scope of 
re s p o n s ib ility  involved in  th e ir  resp ective  jobs. The 
A/OPM was responsible fo r  e n d -o f-lin e  operations (as the  
m anufacturing process was s p l i t  in to  two sections) w h ils t  
the B/PM was in  charge of the whole process l in e .  
Therefore, the smooth operations of the A/OPM's u n it  was 
h ig h ly  dependent on h is  p ee r's  performance.
Th ird , in  contrast to  the A/OPM, the B/PM was s trong ly  
expected to be p ro ac tiv e , i . e .  design o b jec tive s /g o a ls  
s tra te g ic a lly  and persuade h is  superiors to  be committed 
towards what had been designed. In  sum, the B/PM was not 
only expected to  m ain ta in  and respond but a lso  to  generate  
a c t iv i t ie s  needed in  ensuring th a t the desired  standard of 
performance was m aintained.
5 .3 .1 c  General Work A d m in istra tion
The strength  of expectations attached to  the ad m in is tra tio n  
of general work appeared to  be moderate fo r  both LM. The 
two LM were s tro ng ly  expected to  work as a team w ith  other  
departments. However, the team working fo r  the A/OPM was 
confined to h is  o rg an isa tio n  only w h ils t fo r  the B/PM, i t  
involved sharing resources and in form ation w ith  those a t  
the HQ. This v a r ia t io n  is  re la te d  to the product produced 
by the B/PM's u n it  and the chain of command invo lved . The 
product was designed, and also produced, by the HQ and in  
the need to  coordinate a c t iv i t ie s  involved in  manufacturing  
of the product a t two separate places, the B/PM had to
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rep o rt to  two bosses; one was h is  immediate boss, in  the 
organ isatio n , w h ils t the second boss was located  a t the HQ.
Processing paperwork, conducting l in e  tours, making key 
decisions and troub leshooting  appeared to be s trong ly  
expected of the A/OPM. The need to conduct l in e  tours may 
be lin k e d  to  the close supervision which the A/OPM was 
expected to  g ive to  h is  s t a f f .
Since the B/PM was s tro n g ly  expected to coordinate h is  
u n it 's  a c t iv i t ie s  w ith  th a t of the whole o rg a n isa tio n 's  as 
w ell as w ith  the HQ, the focus of the B/PM was not only  
towards h is  u n it ,  but also towards the general 
a d m in is tra tio n  of the group.
5 .3 . ld  General Work Development
The development of general work appeared to a t t r a c t  
moderate expectations on the B/PM and few expectations on 
the A/OPM. W hile the emphasis on the A/OPM revolved  
around the in te rn a l aspect of h is  work ( i . e .  planning  
capacity  and s tra te g ie s  needed to meet custom ers), the B/PM 
was s tro n g ly  expected to  be e n te rp ris in g  ( i . e .  search fo r  
business o p p o rtu n it ie s ) .
5 .3 . le  Service/P roduct Q u a lity
At the aggregate le v e l ,  m atters re la te d  to  the q u a lity  of 
serv ice /prod uct appeared to  be moderately expected of A/OPM 
but weak expectations on the B/PM. However, both were 
stro ng ly  expected to  ensure or sustain q u a lity  standard as 
set by the organ isations on both service and product. 
W hilst the A/OPM was s tro n g ly  expected to  safeguard 
customer in te re s t ,  the B/PM was strong ly  expected to  be 
s e n s itiv e  to  p u b lic  com plaints. The d if fe r e n t  focus of 
ta rg e t groups here might be re la te d  to the growth stage of 
the business and company philosophy, as in d ica ted  in  the 
e a r l ie r  chapter.
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5 .3 . I f  Equipment A dm in is tra tion
Emphasis on the ad m in is tra tio n  of equipment ( i . e .  ensuring 
compliance to sa fe ty  reg u la tio n s  and housekeeping of the 
production premises) appeared to  be p a rt of the job of the 
A/OPM but not B/PM.
5 .3 . lg  Summary
The fin d in gs  in d ic a te  th a t, s tru c tu ra lly ,  the two LM jobs 
were broadly s im ila r  in  th a t both were m oderately expected 
to  adm inister performance and wor3c. They d if fe re d  in  the 
expectations on the remaining areas of work. The 
divergence is  g re a te s t in  the areas of ad m in is tra tio n  of 
s ta f f ,  general development of work, m ain ta in ing  q u a lity  of 
serv ice /product and equipment.
G enera lly , the A/OPM working w ith in  a c e n tra lis e d  
o rgan isation  was expected to  place more emphasis on 
m ainta in ing the smooth running of the systems as designed 
by the o rgan isation  and responding to s itu a t io n a l demands, 
suggesting a 'systems maintenance' (Stew art, 1976) type of 
work p a tte rn . On the other hand, the B/PM working w ith in  
a d ecen tra lised  'C lan ' o rgan isation  was expected to  be 
a c tiv e  and generate a c t iv i t ie s  re le va n t to  the performance 
of various aspects of h is  job , and because h is  job was 
fragmented, th is  suggests a 'mixed' type of work p a tte rn .
Thus, there  appeared to be l i t t l e  support fo r  Hypothesis 1 
concerning the job of the LM in  d if fe r e n t  organ isations. 
The jobs e x h ib ite d  im portant in te r -o rg a n is a tio n a l 
d iffe re n c es  as w e ll as s im i la r i t ie s .  The most no ticeab le  
d iffe re n c e  between the jobs of the LM in  d if fe r e n t  forms of 
organisations was th a t re la te d  to  the ad m in is tra tio n  of 
s ta f f  where there  appeared to  be strong expectation  of the 
A/OPM to  take care of h is  s ta f f  bu t, only moderate 
expectations of the B/PM. On the o ther hand, areas where 
the two jobs converged in  th e ir  areas of importance, such 
s im ila r it ie s  only appeared on the surface. In -dep th
5 .3 .2  Personnel Managers (PER)
Between the B/TRM and the B/ERM of d ecen tra lised  
'C lan ' O rganisation and the D/DPM of 
D ecentra lised  O rganisation
The three  Personnel Managers were the B/TRM and the B/ERM 
of Company B, and the D/DPM of Company D. Section 5 .2 .2 ,  
showed th a t the PER in  general were s tro ng ly  expected to  
adm inister s ta f f  and m oderately expected to  carry  out 
general ad m in is tra tio n  of work. A d d it io n a lly , they were 
expected to  place some emphasis on development o f s ta f f  and 
on exchanging general in fo rm ation .
However, there were a lso  v a r ia tio n s  in  the expectations on 
each PER in  d if fe r e n t  o rgan isations.
Table 5 .3b: A comparison o f the ro le  expectations
surrounding Personnel Managers in  d if fe r e n t  
organ isations of the B/TRM, B/ERM and the  
D/DPM
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a n a l y s i s  i n d i c a t e d  o t h e r w i s e .  T h e  e x t e n t  t o  w h ic h  t h e s e
d i f f e r e n c e s  a r e  e x p l i c a b l e  i n  t e r m s  o f  t h e i r  o r g a n i s a t i o n a l
c o n t e x t  w i l l  b e  t a k e n  u p  i n  d e t a i l  i n  C h a p t e r  S e v e n .
Expectations B/TRM B/ERM D/DPM
Strong Staff Admin. Staff Admin. Staff Admin.
Medium Staff Dev. General Work 
Admin. 
Information 
Admin.
General Work 
Admin.
Weak General Work 
Admin. 
Information 
Admin.
Staff Dev. Information 
Admin.
Absence Nil Nil Staff Dev.
Keys: Admin. = Administration; Dev. = Development
P re d ic tab ly , the ad m in is tra tio n  of s ta f f  appeared to  be a 
key expectation  of the PER. However, as fa r  as o ther areas
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of expectations were concerned, the degree of importance 
attached to the various areas appeared to d i f f e r  among the  
j obs.
5 .3 .2 a  S ta ff  A d m in is tra tion
The a c t iv i t ie s  s tro ng ly  expected of the B/TRM were, not 
s u rp ris in g ly , m ainly in  the areas of t ra in in g  as he was 
responsible fo r  s ta f f  t ra in in g  and development. The B/ERM 
was strong ly  expected to  take care of s ta f f  personal 
in te re s t  and to be h ig h ly  involved in  organising his  
o rg an isa tio n 's  re c re a tio n a l a c t iv i t ie s ,  besides being  
involved in  people development programmes. The D/DPM, was 
stro ng ly  expected to  adm in ister routine  and problem atic  
m atters re la te d  to  s ta f f  but not expected to be involved in  
s ta f f  tra in in g  or development programmes. The sharp 
contrast between the PER in  Company B and D on m atters of 
s ta f f  t ra in in g  was due to  the a llo c a tio n  of work in  both 
o rg an isa tio n s .
Besides the above observation, another notable d iffe re n c e  
between the expectations on the D/DPM and the two PER of 
Company B was in  handling disturbances. W hilst the PER of 
Company B were expected to  solve disturbances in vo lv in g  
in te rn a l personnel, the D/DPM was required  to  negotia te  
w ith  the labour union, and to  be responsible fo r  personnel- 
re la te d  issues of s u b s id ia rie s .
The v a ria tio n s  in  the expected focus {extern a l vs in te rn a l)  
of the PER of d if fe r e n t  organisations might be re la te d  to  
the h ie ra rc h ic a l le v e l of the managers in  th e ir  respective  
organ isations. The D/DPM was the Head of Department of the 
personnel department a t the corporate le v e l,  w h ils t the 
B/TRM and the B/ERM were the section  heads.
5 .3 .2 b  General Work A d m in is tra tion
The ad m in is tra tio n  o f general work appeared to be a 
moderate expectation on the B/ERM and the D/DPM, but low
fo r  the B/TRM. As w ith  the above observations, the D/DPM 
was expected to  handle e x te rn a l issues ( i . e .  monitor court 
cases in vo lv in g  branch manager and v i s i t  s u b s id ia r ie s ) , 
w h ils t the two PER of Company B were expected to adm inister 
in te rn a l m a tte rs .
Nevertheless, in  r e la t io n  to  handling in te rn a l-re la te d  
issues, the expectations between the two PER of Company B 
do vary . The B/TRM was expected to concentrate on 
train ing/developm ent of s ta f f  only, w h ils t the B/ERM was 
expected to  work c lo se ly  w ith  other departments, to monitor 
the serv ice provided by the company's c a fe te r ia  to  the  
s ta f f  and to promote company c u ltu re . W hilst the D/DPM was 
expected to v is i t  su b s id ia ries  (to  m onitor the management 
of s ta f f  th e r e ) , the B/ERM was expected to  conduct a d a ily ,  
personal v i s i t  to  the m anufacturing f lo o r  (to  l is te n  and 
solve grievances or job d is s a tis fa c t io n  among the s t a f f ) .
5 .3 .2 c  S ta ff  Development
I t  appeared th a t the development of s ta f f  was a moderate 
requirement of the B/TRM, weak fo r  the B/ERM and non­
e x is te n t in  the case of the D/DPM. The D/DPM was not 
expected to  be involved in  the development of s ta f f  because 
th is  re s p o n s ib ility  was handled by another department which 
was s o le ly  responsible fo r  s ta f f  development and tra in in g .
Meanwhile, the B/TRM was s tro ng ly  expected to  emphasise 
t ra in in g  and development issues. In  designing the
programmes, besides responding to  the fu tu re  manpower needs 
of h is  o rgan isation , he was also  expected to  accommodate 
the needs of the s ta f f  and ensure th a t each s ta f f  achieved 
the targ eted  fo r ty  hour tra in in g  programmes. The B/ERM 
was s trong ly  expected to ensure job s a tis fa c tio n  among the 
s ta f f ,  besides some involvement in  th e ir  t ra in in g  needs.
5 .3 .2 d  In form ation  A dm in is tra tion
In  terms of ro le  expectations, the B/ERM was expected to  be
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moderately involved in  exchanging in form ation but th is  
expectation was weak fo r  the other two PER. Despite  
v a ria tio n s  in  the degree of importance attached to th is  
area, i t  appeared th a t a l l  the PER were strong ly  expected 
to  use th e ir  expert knowledge and to con tribu te  ideas fo r  
the b e n e fit  of th e ir  o rgan isatio ns . W hilst the B/TRM and 
the B/ERM were expected to  con tribu te  th e ir  ideas to  
b u s in ess-re la ted  issues in  general, the D/DPM was 
s p e c if ic a l ly  expected to  provide expert advice confined to  
p erso n n e l-re la ted  issues.
5 .3 .2  e Summary
In  sum, irre s p e c tiv e  o f the organ isation  which employed 
them, the th ree  PER were s trong ly  expected to undertake  
s ta f f  a d m in is tra tio n . However, the g rea tes t divergence  
among them was in  the development of s ta f f :  th is  was
moderate fo r  the B/TRM, weak fo r  the B/ERM and absent in  
the case of the D/DPM.
However, g e n e ra lly  the emphasis of expectations on the two 
PER of Company B working in  a decen tra lised  'C lan ' 
organ isation  had more in  common w ith  each other than w ith  
PER of Company D working in  a p a r t ia l ly  decen tra lised  
organ isatio n . E s s e n tia lly , the two PER of Company B were 
expected to  focus on in te rn a l personnel issues, w h ils t the  
PER of Company D was a lso  required to  take care of 
p erso n n e l-re la ted  issues a t subsid iary le v e l and to  
neg otia te  w ith  e x te rn a l p a r t ie s  on labour issues. Further, 
w hile  the two PER of Company B were expected to a c t iv e ly  
co n tribu te  to and develop th e ir  jobs, the PER of Company D 
was b a s ic a lly  expected to  reac t and respond to  s itu a tio n a l  
demands.
The above evidence provides s u ff ic ie n t  d e ta i l  to question  
Hypothesis 2, suggesting th a t the jobs of the PER may also  
be in fluenced by o rg a n is a tio n a l context. The only common 
fe a tu re  shared by a l l  the PER are th a t there  is  strong
expectations on them to  emphasise on the adm in is tra tion  
s ta f f  but, the remaining areas of th e ir  jobs diverge  
considerably. The exten t to  which these d iffe ren ces  can be 
explained in  terms of o rg an isa tio n a l context w i l l  be taken  
up in  d e ta i l  in  Chapter Seven.
5 .3 .3  S p e c ia lis ts  (SP)
Between the A/QM of C en tra lised  O rganisation, the 
C/SPM of a C en tra lise d  O rganisation and the D/ACC 
of D ecentra lised  O rganisation
The a d m in is tra tio n  of s ta f f  was a moderate expectation  of 
the SP as a group. Meanwhile, the ad m in is tra tio n  of 
customers and the development of customers, vendors/ 
suppliers  and finance seemed to  be areas in  which the SP 
were expected to place more emphasis compared to  the other 
types of jobs.
However, an analys is  of the s p e c ific  expectations on the 
each of the SP shows th a t they d i f f e r  in  many ways. The 
ad m in is tra tio n  of s ta f f  was strong ly  expected of the A/QM, 
moderately of the C/SPM and D/ACC. The ad m in is tra tio n  of 
work was moderately expected of the A/QM and the C/SPM but 
weakly on the D/ACC.
On the other hand, issues re la te d  to customers, vendors/ 
suppliers  and finance appeared to be job dependent, i . e  
these areas were h ig h ly  re la te d  to  the job upon which the 
jobholders were responsib le . Thus, the A/QM, as the 
company's Q u a lity  Manager, had to deal w ith  customers and 
vendors/suppliers p a r t ic u la r ly ,  on m atters re la te d  to  
q u a lity , w h ils t the D/ACC, an accountant, obviously, had to  
handle f in a n c ia l issues.
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Table 5 .3c : A comparison of the ro le  expectations
surrounding S p e c ia lis ts  in  d if fe r e n t  
organ isations of the A/QM, C/SPM and the 
D/ACC
Expectations A/QM C/SPM D/ACC
Strong Staff Admin. Nil Nil
Medium General Work 
Admin.
Customer Admin.
General Work 
Admin.
Staff Admin.
Staff Admin.
Weak Customer Devp. 
Vendor/Supplier 
Dev.
Nil General Work 
Admin.
Financial Dev.
Absence Financial Dev; Customer Admin. 
Customer Dev. 
Vendor/Supplier 
Admin.
Vendor/Supplier 
Dev.
Customer Admin. 
Customer Dev. 
Vendor/Supplier 
Dev.
Keys: Admin. = Administration; Dev. = Development
5 .3 .3 a  S ta f f  A dm in is tra tion
The A/QM appeared to be expected to handle more problem atic  
issues, w h ils t the C/SPM and the D/ACC were more in  
adm in istering  ro u tin e  s ta f f  requirem ents. Another
v a r ia t io n  seemed to  be re la te d  to degree of supervision  
given to s t a f f .  P rovid ing close supervision, p a r t ic u la r ly  
w ith  respect to  work delegated, seemed to be the work 
p a tte rn  required  of the A/QM and C/SPM but not of the 
D/ACC.
5 .3 .3 b  General Work A dm in istra tion
Working c lo se ly  w ith  o ther re la te d  departments was strongly  
expected of the A/QM and the C/SPM but ra th e r  weakly of the 
D/ACC. This might be re la te d  to  the nature of the job of 
the D/ACC (an acco u n tan t). Id e n tify in g  and solving  
problems appeared to  be another strong requirement of a l l  
the SP, but fo r  the C/SPM, i t  was c le a r ly  in d ica ted  th a t he 
was s tro ng ly  expected to  solve key problems ra th e r  than 
ju s t  any problems as observed in  the case of the other two 
SP.
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5 .3 .3 c  Customer, Vendor/Supplier and Finance
Expectations on the A/QM on m atters re la te d  to customers 
and vendors/suppliers  were moderate or weak. S p e c if ic a lly ,  
the A/QM was s tro ng ly  required  to provide s a tis fa c to ry  
services to  the customers and to l ia is e  constantly  w ith  
them, w h ils t s p e c if ic  requirements in  areas re la te d  to  
vendors/suppliers  suggested the need fo r  the manager to  
b u ild  h is  l in e  of network (K o tte r, 1982) fo r  fu tu re  'u s e '.
The strong expectations of D/ACC to adm inister and develop 
the f in a n c ia l aspect of the business were unsurpris ing  
because she was an accountant. B a s ic a lly , the D/ACC was 
strong ly  requ ired  to  focus on rou tine  work, i . e .  processing  
paperwork re la te d  to  f in a n c ia l m atters.
5 .3 .3 d  Summary
The moderate requirements on the adm in is tra tio n  of work 
upon the SP in  d if fe r e n t  organisations appeared to be the 
only broad s im ila r ity  between them. The strength  of 
expectations a ttach in g  the remaining areas of work fo r  each 
SP diverged g re a t ly . The A/QM working in  a C en tra lised  
o rgan isation  appeared to  be s tro ng ly  required  to adm inister 
s ta f f ,  moderate on work and customer and weakly on m atters  
re la te d  to  customer development and in  the management of 
vendors/ su p p lie rs , w h ils t the C/SPM, also working in  a 
C en tra lised  organ isa tio n , was moderately expected to  
adm inister work and s t a f f .  Meanwhile, the D/ACC, working 
in  a P a r t ia l ly  D ecentra lised  organ isation , had moderate 
expectations to  adm in ister s ta f f  and weak expectations to  
handle m atters re la te d  to  work and finance.
The fin d in gs  suggest th a t, despite the fu n ctio n a l 
s p e c ia lis a tio n  of the managers, they were s tro ng ly  expected 
to  emphasise the a d m in is tra tio n  of s ta f f  and work ra th e r  
than th e ir  resp ective  areas of s p e c ia lis a tio n . This is  
supported by the observation th a t m aintain ing q u a lity  of 
serv ice /product was a r e la t iv e ly  weak expectation of the
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The above observations, th e re fo re , suggest l i t t l e  support 
fo r  Hypothesis 3: the s p e c ia lis t  jobs e xh ib ited  more
d iffe re n ce s  than s im i la r i t ie s .  S ta f f  ad m in is tra tio n  
appeared to be the most s ig n if ic a n t  area in  which the jobs 
of the s p e c ia lis ts  in  d if fe r e n t  forms of organ isation  
d i f f e r  - strong expectations on the A/QM but ra th e r average 
on the C/SPM and the D/ACC. Further, a c t iv i t ie s  re la te d  to  
customers, vendor/suppliers  and finance appeared to be job  
dependent. The extent to  which these d iffe ren c e s  may be 
a ttr ib u te d  to d iffe re n c e s  in  o rg an isa tio n a l context is  an 
issue which w i l l  be taken up in  d e ta i l  in  Chapter Seven.
5 .3 .4  The M u lti-F u n c tio n  Managers (MLF)
Between the A/SSM of C en tra lised  O rganisation, 
the C/CDTM o f C en tra lised  O rganisation and the 
D/ADM of D ecentra lised  Organisation
The three  MLF in  d if fe r e n t  forms of organ isations appeared 
to  have l i t t l e  in  common. Nevertheless, the ad m in is tra tio n  
of s ta f f  remained e ith e r  strong or moderate (re fe r  to ta b le  
5 .3 d ).
j o b  o f  t h e  A /Q M , w ho  w a s  f u l l y  r e s p o n s i b l e  f o r  a l l  a s p e c t s
r e l a t e d  t o  q u a l i t y ,  w h i l s t  t h e  D /A C C , a n  a c c o u n t a n t ,  h a d
r e l a t i v e l y  w e a k  e x p e c t a t i o n s  o n  h a n d l i n g  f i n a n c i a l  m a t t e r s .
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Table 5.3d: A comparison of the ro le  expectations
surrounding M u lti-F u n c tio n  Managers in  
d if fe r e n t  organisations of the A/SSM, C/CDTM 
and the D/ADM
Expectations A/SSM C/CDTM D/ADM
Stronq Staff Admin. Nil Staff Admin.
Medium General Work 
Admin.
Materials Admin.
Staff Admin. 
General Work 
Admin.
Nil
Weak Equipment Admin. Nil General Work 
Admin.
Premises Admin.
Equipment
Admin.
Materials 
Admin.
Absent Premises Admin. Premises Admin. 
Equipment Admin. 
Materials Admin.
Nil
Keys: Admin. = Administration
5 .3 .4 a  S ta ff  A d m in is tra tion
The D/ADM was required  to  carry  out more ro u tin e  work ( i . e .  
plan s ta f f in g , r e c r u it ,  se le c t and re ta in  s ta f f  and 
determine sa lary) re la te d  to  s ta f f  issues, w h ils t the 
C/CDTM was expected to  focus on s ta f f  t ra in in g  and 
development issues; not surp ris in g  as p a rt of h is  job  
fu n ctio n  was re la te d  to  th is  area. The A/SSM, on the other 
hand, was expected to  focus r e la t iv e ly  more on the personal 
in te re s ts  of the s t a f f .
Although a l l  the MLF were expected to  delegate d u ties , 
provid ing  c le a r  in s tru c tio n s  was expected of the A/SSM and 
the C/CDTM but not the D/ADM. Another d iffe re n c e  between 
the MLF was th a t the D/ADM was expected to take care of 
su b s id ia ries  as w e ll.
5 .3 .4 b  General Work A dm in istra tion
Working c lo se ly  w ith  o ther departments appeared to  be 
stro ng ly  required  of the A/SSM and the C/CDTM, but not the 
D/ADM. W hilst the A/SSM and the D/ADM were expected to
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solve problems in  gen era l, the C/CDTM was expected to solve 
major work problems on ly . Further there  were strong  
expectations on the A/SSM and the D/ADM to process 
paperwork but none on the C/CDTM.
5 .3 .4 c  Premises, Equipment and M a te ria ls  A dm in istration
A c t iv it ie s  re la te d  to  these three broad areas were not 
expected of the C/CDTM, but given varying degrees of 
importance on the A/SSM and the D/ADM.
In  the a d m in is tra tio n  of equipment, the A/SSM was strongly  
expected to ensure adequate equipment required  by his u n it  
in  carry ing  out th e ir  tasks. With respect to  handling  
m atters re la te d  to  m a te ria ls , however, the A/SSM "was 
responsible fo r  the e n t ire  o rgan isatio n . He was strongly  
expected to con tro l wastage by carry ing  minimal inventory  
and p ra c tis e  J IT  w ith  lo c a l purchases. His approval was 
required  before any purchase of m ate ria ls  could be made.
The job of the D/ADM req u ired  her to  adm inister a l l  the  
th ree  physical areas: fo r  the a d m in is tra tio n  of premises,
she was expected to  take care of the premises of her 
organ isation  and a lso  a subs id iary  under her co n tro l; in  
equipment a d m in is tra tio n , she was responsible fo r  buying 
equipment fo r  a d m in is tra tiv e  purposes as requested by a l l  
departments and s u b s id ia rie s  of the organ isation ; in  
m a te ria ls , she was expected to contro l wastage and approve 
m ate ria ls  re q u is it io n  needed by the subsid iary  under her 
c o n tro l.
5 .3 .4 d  Summary
The ad m in is tra tio n  of s ta f f  and work, in  vary ing  degrees of 
importance, were areas fo r  which the MLF in  d if fe re n t  
organisations were req u ired  to  manage. On the other hand, 
the ad m in is tra tio n  of the physica l areas ( i . e .  premises, 
equipment and m ate ria ls ) appeared to  be re la te d  to  the jobs 
of the A/SSM, working in  a c e n tra lis e d  o rgan isation , and
The above observations, th e re fo re , suggest some support fo r  
Hypothesis 4, in  th a t a l l  the MLF jobs had key features in  
common. D e ta ile d  d iffe ren c es  suggest important in te r -  
o rg an isa tio n a l d iffe re n c e s . There appeared to  be strong  
expectations on two of the MLF to  emphasise s ta f f  
ad m in is tra tio n  w h ils t moderate expectations on the general 
ad m in is tra tio n  of work o f, again, two of the MLF. Other 
areas appeared e ith e r  weakly expected or no n-ex is ten t in  
the jobs of the MLF. The exten t to which these d iffe ren ces  
are a t tr ib u ta b le  to  d iffe re n c es  in  o rg an isa tio n a l context 
is  an issue which w i l l  be taken up in  d e ta i l  in  Chapter 
Seven.
5 .4  CONCLUSION
This chapter had provided descrip tion s  of managerial jobs 
as co n s titu ted  by the expectations of others, w ith  
p a r t ic u la r  emphasis on th e ir  s im ila r it ie s  and d iffe re n c e s . 
V a ria tio n s  between jobs in  d if fe r e n t  organisations were 
examined in  terms of the nature and degree of importance 
attached to  each job expectation .
In d iv id u a l ro le  expectations gathered during the in te rv iew  
were c la s s if ie d  in to  th ir te e n  broad areas of work content. 
The jobs of the managers in v es tig a te d  in  th is  study were 
then compared in  terms of the ro le  expectations in  two 
stages: (1) in te r - jo b  comparison, irre s p e c tiv e  of the
organisations in  which the managers worked, and (2) in te r -  
o rg an isa tio n a l comparison. In  analysing managerial jobs, 
ir re s p e c tiv e  of the organisations where the managers 
worked, the managers in  the study sample were grouped in to  
fou r d if fe r e n t  types o f jobs, based on the managers'
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t h e  D /A D M , w o r k in g  i n  a  p a r t i a l l y  d e c e n t r a l i s e d
o r g a n i s a t i o n ,  b u t  n o n - e x i s t e n t  i n  t h e  j o b  o f  t h e  C /C D TM ,
w o r k in g  i n  a  C e n t r a l i s e d  o r g a n i s a t i o n .
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re s p o n s ib ilit ie s :  LM, PER, SP or MLF.
Each job type was then analysed in  terms of the degree of 
importance placed on d if fe r e n t  areas of expectations. 
Following these general observations, a set of working 
hypotheses re la t in g  to  each job type irre s p e c tiv e  of the 
organ isatio n  in  which i t  was located were developed and 
tested  in  the ana lys is  of comparable job types across 
d if fe r e n t  o rgan isatio ns .
Comparative analys is  of job expectations between comparable 
job types in  d i f fe r e n t  forms of organisations provided  
l i t t l e  support fo r  the n u ll  hypotheses developed e a r l ie r .  
The most n o ticeab le  d iffe re n c e s  among s im ila r  types of jobs 
in  d if fe r e n t  o rgan isa tio n  appeared to be the degree of 
importance attached to  a c t iv i t ie s  re la te d  to s ta f f  
a d m in is tra tio n . The fin d in g s  suggest th a t, g e n e ra lly , 
there appears to  be strong expectations re la t in g  to  the 
a d m in is tra tio n  of s ta f f  on managers working in  c e n tra lis e d  
organ isatio n , w h ils t  in  decen tra lised  organ isation ; the 
expectations are more moderate. The exception to  the 
general observation l ie s  in  the jobs of the PER. A l l  the 
PER were s tro n g ly  expected to attend to  m atters re la te d  to  
s ta f f  a d m in is tra tio n . Nevertheless, even here s p e c ific  
expectations on them (PER) v a rie d  from one organ isation  to  
another.
Remaining areas of importance between comparable job types 
appear to  vary in  accordance w ith  the types of organ isation  
in  which they are s itu a te d . A d d itio n a lly , the find ings  
also provide another piece of s ig n if ic a n t  evidence. 
Managers perform ing s im ila r  job types and working in  
organisations w ith  s im ila r  s tructu res  seem to converge in  
th e ir  broad areas of work content even though there  are  
s lig h t  v a r ia t io n s  in  s p e c if ic  expectations. This suggests 
th a t the s tru c tu re  of an organ isation  is  only one of the 
possib le  fa c to rs  a f fe c t in g  v a ria tio n s  between s im ila r  jobs
and is  more so in  the case of s p e c ific  expectations than on 
the broad areas of expected work content. This is  an issue 
th a t w i l l  be examined in  d e ta i l  in  Chapter Seven.
The present chapter has compared and contrasted the ro le  
expectations of four d if fe r e n t  type of managers, as w ell as 
w ith in  broadly s im ila r  types of managers but in  d if fe re n t  
organ isations. However, there  was no in d ic a tio n  as to  the 
extent th a t such expectations were 'acknowledged' by the 
managers in  the course of th e ir  work. The next chapter 
w i l l  look in to  the degree to which ro le  expectations were 
matched by managers' performance.
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6.0 MANAGERIAL JOBS AS PRACTISED
In  Chapter F ive, m anagerial jobs were examined from the 
perspective  of ro le  expectations and the managerial job  
domain, as defined by the managers' ro le -s e t ,  was shown to  
vary from one job fun ction  to  the o ther, as w e ll as from 
one o rgan isation  to another.
The in te n t of th is  chapter is  to use the s tructu red  
observation data to  examine what managers in  the four  
organisations studied a c tu a lly  d id . Three lin e s  of in q u iry  
are reported in  three sections: (1) d is tr ib u t io n  of time
between work a c t iv i t ie s ;  (2) forms of a c t iv i t ie s ;  and (3) 
the degree of congruence between expected and actu a l work.
6 .1  MANAGERS UNDER OBSERVATION
Four managers (one from each of the p a r t ic ip a t in g  
companies) were selected fo r  observation . The four  
managers represented th ree  d if fe r e n t  types of job  
c la s s if ic a t io n :  a Line Manager (the A/OPM), Personnel
Manager (the B/ERM) and the two M u lti-F u n c tio n  Managers 
(the C/CDTM and the D/ADM) . C le a rly , th is  is  not a 
rep resen ta tive  sample o f the d if fe r e n t  types of job  
functions used in  th is  study. This is  because s e lec tio n  of 
the managers was d ic ta te d  by the extent to  which access was 
granted by the organ isa tio n  (see Chapter Three) ra th e r than 
by id e a l m ethodological cons ideration . However, the four  
managers studied do perm it some comparative an a lys is , 
a lb e it  of a more lim ite d  kind than would have been id e a l.
A fte r  looking through th e ir  d ia r ie s  and consulting th e ir  
s e c re ta rie s  or subordinates, the week which the managers 
considered to be th e ir  'norm al' working week was then set
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fo r  the observation . In  fa c t ,  in  a l l  cases, except one, 
weekly a c t iv i t ie s  throughout the year vary only s l ig h t ly .  
The work of the Line Manager, w ith in  any month, was 
c y c l ic a l : r e la t iv e ly  re laxed  during the f i r s t  week of the
month; q u ite  busy in  the second week; becoming more h ec tic  
during the th ird  week (the week under which the 
observations were conducted); and most h ec tic  during the 
fo u rth  week of the month. Nevertheless, such weekly 
v a ria tio n s  remained the same fo r  every month.
A working week fo r  the managers in  Company A and Company B 
was from Monday to  F riday , w h ils t fo r  managers in  Company 
C and Company D the working week was from Monday to  
Saturday, when the o f f ic e  hours ended a t lunch. Although 
the number of working days in  a week varied  from company to  
company ( f iv e  days fo r  Company A and Company B, and f iv e  
and a h a lf  days fo r  Company C and Company D) , the o f f ic ia l  
to ta l  working hours in  a week remained the same, i . e .  
fo r ty - f iv e  hours per week.
To obtain  data on the ac tu a l work behaviour of the managers 
the s tru ctu red  observation developed by Hales and 
N igh tin ga le  (1986), a m odified version of M intzberg 's  
(1973) method, was used. The study y ie ld ed  a su b s tan tia l 
body of data on each of the managers observed fo r  the time 
spent a t work. In  the an a lys is , a l l  non-work a c t iv i t ie s  
(lunch breaks and a l l  a c t iv i t ie s  which the managers 
considered as non-work re la te d ) were excluded, as w e ll as, 
i t  should be noted, the amount of time spent working a t 
home and weekends during the period studied. Therefore, 
v a ria tio n s  in  the to ta l  time reported in  Table 6.1 are in  
p a rt the re s u lt  of these exclusions. C le a rly  non-recording  
of work c a rr ie d  out a t home may have d is to rte d  the find ings  
somewhat; in  p a r t ic u la r ,  i t  may lead to an under-reporting  
of time spent on paperwork.
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In  th is  section, the ac tu a l work of the managers w i l l  be 
examined in  terms of the d is tr ib u t io n  of time between 
a c t iv i t ie s  grouped under d if fe r e n t  areas of work content. 
The percentage amount of time spent of the to ta l  hours 
worked by the managers perform ing a p a r t ic u la r  a c t iv i t y  are 
not only p e rtin e n t data in  th e ir  own r ig h t  but may be 
regarded as a crude measure of the degree of importance 
which managers attached to  such an a c t iv i t y .  However, the 
equation between time spent and perceived importance must 
be tre a te d  w ith  caution: some im portant a c t iv i t ie s  required  
only a l i t t l e  time and r e la t iv e ly  unimportant a c t iv i t ie s  
could be time-consuming.
What a c tu a lly  happened in  a working week of the four 
managers?. Table 6 .1  e x h ib its  the general time p r o f i le  fo r  
each manager
6 .2  D IS T R IB U T IO N  OF T IM E  BETWEEN A C T IV IT IE S
Table 6 .1 : General Time P r o f i le
Type of manager All Line
Manager
Personnel
Manager
Multi-Punetion 
Manager
Average A/OPM B/ERM C/CDTM D/ADM
Hours worked 
per week
44 .01 53 . 00 37.78 37.93 47 . 33
Total number of 
activities per 
week
32 39 30 22 34
Average 
duration of 
each activity  
per week (in 
minutes)
1.38 1.36 1.30 1.72 1.39
The obvious fea tu re  of the above ta b le  is  the sheer 
workload involved in  a week fo r  each manager, and the 
apparent lack  of s im ila r i ty  between the work patterns of 
the two M u lti-F u n c tio n  Managers. G enera lly , the work 
p a tte rn  of the managers in  th is  study are less fragmented 
as compared to previous studies (e .g . Boisot and Liang,
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1992; Das, 1991; M intzberg, 1973) and the le a s t fragmented 
among them was the M u lti-F u n c tio n  Manager of Company C. A 
c loser examination of how the managers d is tr ib u te d  the time 
among d if fe r e n t  areas of work content w i l l  provide fu rth e r  
in s ig h t to  the job of each manager (see Table 6 .2 ) .
By observing the ac tu a l work of the managers, th is  study 
was able to  id e n t ify  two more s p e c ific  areas of work 
content which were absent when data on managerial jobs were 
gathered through the 'w heel' technique. The a d d itio n a l 
areas were 'Equipment Development' and 'Personal' issues. 
Conversely, 'Customer Development' a n d .'S e lf  Development' 
were absent in  the ac tu a l work performance of the managers. 
However, such areas of work content should not be 
in te rp re te d  as not re le v a n t to  the job of the managers. 
A c t iv it ie s  re la te d  to  these areas might only occur during  
a s p e c if ic  time period ra th e r  than throughout the whole 
y e a r .
As fo r  the a d d itio n a l areas of work content, i . e .  Equipment 
Development and Personal, the former might not have been 
mentioned by ro le -s e t  members because m atters re la te d  to i t  
only happened occas io na lly , w h ils t, the l a t t e r  were 
a c t iv i t ie s  which were personal to  the managers, thus of no 
in te re s t  to  the managers' r o le -s e t .
As a basis fo r  comparison, the fo llow in g  ra t in g  system was 
used.
Time A llo c a tio n
High = above 29%
Medium = 20 - 29%
Low = below 20 % of to ta l  time spent
The above ra tin g s  used the same procedure as in d ica ted  in  
Chapter F iv e .
Table 6.2 Distribution of Time Between Work Content 2 1
All Line Personnel Multi-function
Work Content Manager Manager Manager
Average (A/OPM) (B/ERM) (C/CDTM) (D/ADM)
% % % % %
Maintain Performance 12.10 13.90 2.00 22.80 9.70
Improve Performance 3.05 0.00 0.00 12.20 0.00
Genera) Work Administration 34.20 47.80 35.20 16.40 37.40
General Work Development 1.33 5.30 0.00 0.00 0.00
Service/Product Quality 0.40 1.60 0.00 0.00 0.00
Customer Administration 1.48 5.90 0.00 0.00 0.00
Customer Development 0.00 0.00 0.00 0.00 0.00
Vendor/Supplier Administration 0.38 1.50 0.00 0.00 0.00
Vendor/Suppiier Development 2.88 1.50 0.00 8.70 1.30
Other External Liaison. 1.79 0.00 2.90 0.57 3.70
Staff Administration 37.00 46.70 51.30 20.10 29.90
Staff Development 9.73 0.50 10.30 28.10 0.00
Information Administration 19.48 25.50 20.80 26.50 5.10
Financial Administration 0.78 0.00 2.50 0.00 0.60
Financial Development 0.00 0.00 0.00 0.00 0.00
Premises Administration 5.95 4.30 2.10 0.00 17.40
Equipment Administration 1.30 0.10 0.00 0.00 5.10
Equipment Development* 4.53 2.10 0.00 16.00 0.00
Materials Administration 1.35 1.80 0.00 0.00 3.60
Self Administration 3.58 1.30 11.60 0.00 1.42
Self Development 0.00 0.00 0.00 0.00 0.00
'
Personal* 1.48 1.10 0.30 4.00 0.50
* New areas of work content
6 . 2 . 1 T h e  L i n e  M a n a g e r  -  A /O P M
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The Line Manager of Company A was observed to be engaged in  
12 (out of 14) general areas of work content. General Work 
operations and S ta ff  Management were areas where the A/OPM 
a llo c a te d  a lo t  of tim e, w h ils t a c t iv i t ie s  re la te d  to  
E xternal L ia ison and F in an c ia l Management were not 
performed by the A/OPM during the observation period . 
G enera lly , a low proportion  of time was spent in  a m a jo rity  
of h is  work areas, except managing in form ation  where a 
moderate amount of time was a llo c a te d . The p a tte rn  of time 
spent in  managing in form ation  was s im ila r  to th a t of the  
B/ERM and the C/CDTM, except fo r  the D/ADM who a llo c a ted  
l i t t l e  tim e.
The A/OPM was also observed to  perform a c t iv i t ie s  re la te d  
to  Service/Product Q u a lity  and Customer Management; two 
areas absent in  the work performance of the other managers 
observed. Nevertheless, the amount of time designated fo r  
both areas were low.
A c t iv it ie s  re la te d  to  general areas of work content
considered to  be im portant ( i . e .  high percentage of time
spent) to  the A/OPM are examined in  fu r th e r  d e ta i l  in  the
order th a t they appear in  Table 6 .2 .
6 .2 .1 a  General Work Operations
The major task of the A/OPM was to keep manufacturing
operations running according to  ta rg e t . In  doing so, he 
was very much involved in  tro u b le  shooting. This was very  
much re f le c te d  in  h is  work p a tte rn  where fo r  nearly  48% of 
the tim e, he was occupied in  perform ing a c t iv i t ie s  re la te d  
to  the ad m in is tra tio n  of work operations, p a r t ic u la r ly  in  
id e n tify in g  and solving problems, a d m in is tra tiv e  work and 
p la n t to u r. Routine a d m in is tra tiv e  work of the A/OPM 
included rep ly in g  messages received through the e le c tro n ic  
m ail, au tho ris in g  re q u is it io n  of m ate ria ls  from the store
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room and examining the d a ily  production performance 
re p o rt. Among these a c t iv i t ie s ,  rep ly in g  correspondence 
appeared to  take most of h is  time since, on average, he 
received e igh ty  per day and would respond to  h a lf  of them.
In  co n tras t, the A/OPM spent fewer hours in  developing  
general work - 'p lann ing capac ity ' and 'p lann ing s tra te g ie s  
to meet customers req u irem en ts '.
The d iv is io n  of labour in  the A/OPM's organ isation  made 
teamwork an unavoidable c h a ra c te r is t ic  of h is  work, 
p a r t ic u la r ly  when there  were a lo t  of problems to  handle. 
Teamwork norm ally took place during formal d a ily  meetings 
as w e ll as in  so lv ing problems a t hand.
6 .2 . lb  S ta ff  Management
The ad m in is tra tio n  of s ta f f  a lso took up very much of the 
A/OPM's tim e. Besides the weekly departmental meetings, 
the A/OPM in i t ia te d  d a ily , ad hoc meetings w ith  h is  key 
subordinates. The d a ily  meetings w ith  immediate
subordinates were necessary to  keep him w e ll informed of 
the s itu a tio n  in  h is  u n it  fo r  the la s t  24 hours, p r io r  to  
atten d ing  the D a ily  Performance Meetings (attended by the 
MD, and other managers performing l in e  and s ta f f  
fu n c tio n s ), w h ils t the ad hoc meetings were conducted fo r  
the purpose of a llo c a t in g  duties  in  so lv ing problems. 
D elegation of du ties  was the method which the A/OPM 
fre q u e n tly  used in  dea lin g  w ith  a number of problems or 
pressing issues fac in g  h is  u n it .  He also encouraged his  
subordinates to v i s i t  him to  check th e ir  work progress.
Others were ad hoc a c t iv i t ie s :
sending subordinates abroad fo r  the purpose of 
re c ru it in g  non-executive s ta f f  and f a c i l i t a t in g  the 
paperwork/procedure re la te d  to  the t r ip  
in te rv ie w in g  p o te n tia l re c ru its  fo r  executive  
p o s itio n s
attending  a meeting w ith  the Human Resource Manager 
discussing issues re la te d  to  fore igners  working a t the 
executive and non-executive le v e ls  in  the company 
in s tru c tin g  subordinates to  c a lc u la te  the current 
number of s ta f f  in  the u n it
tak ing  d is c ip lin a ry  actions and expressing  
d is s a tis fa c t io n  w ith  subordinates' performance.
I t  was also observed th a t the A/OPM focused h is  a tte n tio n  
on m aintain ing and achieving h is  u n it 's  re s u lts  through the 
management of s t a f f . Very l i t t l e  time was d ire c te d  towards 
a s s is tin g  and developing in d iv id u a l s ta f f  per se. This  
does not mean th a t the A/OPM was not in te re s te d  in  the  
w ell-b e in g  of h is  subordinates. Through inform al
communication, i t  seemed th a t the A/OPM had a high le v e l of 
confidence in  the a b i l i t y  of h is  immediate s ta f f .  The 
immediate s ta f f ,  in  tu rn , was held responsible fo r  the  
performance of the ju n io r  s t a f f .  By p ra c tis in g  minimal 
supervision on h is  s t a f f ,  the A/OPM was able to focus on 
more im portant aspects of h is  work. Furthermore, the 
t ra in in g  and development of s ta f f  was c en tra lis e d  and 
handled by the Human Resource Manager.
In  sum, the A/OPM a llo c a te d  a great deal of time to the 
ad m in is tra tio n  of two areas, i . e  general work and s ta f f ,  
w h ils t other rem aining areas took up e ith e r  moderate or 
very l i t t l e  of h is  tim e.
6 .2 .2  The Personnel Manager - B/ERM
The Personnel Manager of Company B performed r e la t iv e ly  
fewer a c t iv i t ie s  (9 out of 14) as compared to the A/OPM. 
A high proportion  of h is  time was spent on General Work 
Operations and S ta f f  Management. A c t iv it ie s  re la t in g  to  
q u a lity  of serv ice /p ro d u c t, managing customers, 
vend or/sup p lie r, equipment and m ate ria ls  appeared not to  be 
p a rt of the B/ERM's work w h ils t  l i t t l e  time was spent on
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the other remaining areas ( i . e .  concerned w ith  the o v e ra ll 
performance, in te ra c tin g  w ith  people outside the 
o rgan isation  and the ad m in is tra tio n  of finance, premises, 
s e lf  and personal re la te d  m a tte rs ).
The fin d in gs  also in d ic a te  th a t the B/ERM spent the highest 
proportion  of tim e, amongst the four managers, in  the 
ad m in is tra tio n  of finance and s e lf .  In  S e lf
A d m in is tra tion , he was very much 'in vo lved  in  h is  company's 
a c t iv i t ie s  and in  'c re a tin g  a f r ie n d ly  environm ent'.
6 .2 .2 a  General Work Operations
V is it in g  employees a t the manufacturing p la n t, was an 
important'- aspect of the work of the B/ERM, in  ad d itio n  to  
handling issues re la te d  to  the c a fe te r ia  and working 
c lo s e ly  w ith  other members in  the o rgan isatio n . P lant 
v is i ts  and teamwork were c lo se ly  re la te d . During p lan t  
v is i t s ,  the B/ERM met other employees personally  and 
lis te n e d  to th e ir  problems and grievances. I t  was in  
solv ing these grievances th a t he needed to  get in  touch 
w ith  the departments towards which the complaints were made 
and ensure th a t some actions were taken to  r e c t i fy  the  
s itu a t io n s .
The B/ERM did  not perform any a c t iv i t ie s  in  developing  
general work operations of h is  u n it  or h is  company.
6 .2 .2 b  S ta ff  Management
The B/ERM's main task was to  ensure s ta f f  job s a tis fa c tio n .  
Therefore, a high percentage of h is  time was spent 
in te ra c tin g  w ith  members of the organ isation  and handling  
whatever problems or grievances they might have.
In te re s t in g ly , the amount of time he spent delegating  
duties  was low. The possib le  explanations are: f i r s t ,  the
company had w e ll w r it te n  job descrip tions fo r  each employee 
and, second, d iv is io n  of labour in  the B/ERM's u n it  was
stru ctu red  in  a way th a t accomplishment of tasks was 
considered as in d iv id u a l c o n trib u tio n . The B/ERM handled 
major issues and took care of the c a fe te r ia , w h ils t h is  
subordinates took care of minor issues and other company 
f a c i l i t i e s ,  such as the l ib r a r y  and prayer room.
The emphasis given by Company B to people management was 
also re f le c te d  in  the amount of time spent by the B/ERM in  
organising company a c t iv i t ie s .  During the time the B/ERM 
was observed, h is  u n it  was responsible fo r  arranging  
q u a rte r ly  meetings between the MD and the manual or rou tine  
employees, and in  organising the annual d inner and sports 
events .
The B/ERM was observed to  be making a choice in  the content 
of h is  work. This was evident in  h is  decis ion to conduct 
the o r ie n ta tio n  programme and, to send h is  ju n io r  s ta f f  to  
attend the meetings between the MD and manual employees 
(both programmes were scheduled on the same d a y ).
I t  is  not su rp ris in g  th a t the B/ERM spent l i t t l e  amount of 
time in  developing s t a f f .  As a person re c ru ite d  to act as 
a middleman between the employer and the employee, 
obviously h is  main pre-occupation was w ith  the w elfare  of 
the employees in  re la t io n  to  the present work c lim ate  
ra th e r than focusing on th e ir  fu tu re  c a re e rs .
In  sum, the B/ERM was h ig h ly  occupied w ith  issues or 
problems re la te d  to the ad m in is tra tio n  of general 
operations and the management of s ta f f  w h ils t the remaining 
areas of h is  work content took up e ith e r  moderate or low 
amounts of h is  tim e.
6 .2 .3  M u lti-F u n c tio n  Managers - the C/CDTM & the D/ADM
The study provided an opportun ity  to  observe the work 
performance of two MLF working fo r  Company C (the C/CDTM)
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and Company D (D/ADM) re s p e c tiv e ly . This provides an 
opportunity  to  compare th e ir  work performance as w e ll as to  
in v e s tig a te  whether v a r ia t io n s , i f  any, between them appear 
to be a t tr ib u ta b le  to  the s tru c tu re  of th e ir  organ isations, 
given th a t the jobs themselves are broadly comparable.
The two MLF e x h ib ite d  p a tte rn s  of work performance which 
were more d if fe r e n t  than s im ila r . From Table 6.2 shows, 
two obvious d iffe re n ce s  between the actu a l work of the two 
M u lti-F u n ctio n  managers stand out. F ir s t ,  the C/CDTM was 
involved in  nine areas of work content, spent fewer hours 
and performed a sm aller number of a c t iv i t ie s  per week as 
compared w ith  the D/ADM (and the res t of the managers) . 
Second, concern w ith  general performance and management of 
s ta f f  seemed to be the main a c t iv i t ie s  of the C/CDTM, 
w h ils t management of in form ation  and general work 
operations took up l i t t l e  tim e. Conversely, managing 
general work operations was a major a c t iv i t y  fo r  the D/ADM, 
whereas moderate fo r  the a d m in is tra tio n  of s ta f f  and 
managing in form ation  took up less tim e.
The two managers were a lso  observed to  be involved in  
developing new networks o f su p p lie rs . However, the two 
approached the a c t iv i t y  d i f fe r e n t ly .  The C/CDTM went 
p erson ally  to meet the various suppliers in  deciding which 
to  be considered as the company's c e r t i f ie d  vendor, w h ils t  
the D/ADM got in  touch w ith  a v a ila b le  suppliers in  the 
market through telephone c a lls  and accepted the one w ith  
the lowest p ric e  q u o ta tio n . Related to the same a c t iv i ty ,  
the C/CDTM selected a s u p p lie r fo r  a long term contract but 
the D/ADM selected fo r  a 'o n e -o ff ' co n trac t.
Both managers l ia is e d  w ith  members of outside  
organ isations. But the D/ADM spent more time than the 
other managers in te ra c t in g  w ith  c e rta in  government 
o f f ic ia ls .  The ro u tin e  a c t iv i t ie s  were those re la te d  to  
securing extensions fo r  one of the company's sub s id iaries
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(under the D/ADM's re s p o n s ib ility )  to  continue producing 
(which took place once in  every three years) and in  
organising her company's a c t iv i t y  fo r  the purpose of 
p a r t ic ip a t in g  in  the S ta te 's  fe s t iv a l  (a t le a s t tw ice a 
y e a r ) . Further, during the period observed, she also  
performed a new task, re la te d  to l ia is in g  w ith  government 
o f f ic ia ls ,  i . e .  arranging fo r  the tra n s fe r  of her company's 
property  from State-owned b u ild in g s .
Examination of a c t iv i t ie s  on which the two managers spent 
most time w i l l  be c a rr ie d  out separate ly  and contrasted  
where a p p lic ab le . The work of the C/CDTM w i l l  be analysed 
f i r s t .
6 .2 .3 a  Concern w ith  O vera ll Performance
The C/CDTM appeared to  g ive a lo t  of time towards improving 
the performance of the company, in  general, as compared to  
h is  own u n i t . The obvious reason fo r  th is  was th a t the 
C/CDTM was re c e n tly  given the p o s itio n  as Operations 
Control Manager, fun ction ing  a t the corporate le v e l, w ith  
the re s p o n s ib ility  of improving the performance of the 
group as a whole. He was, indeed, the f i r s t  person to  
handle such re s p o n s ib ility . The re s p o n s ib ility  was in  
a d d itio n  to  tak in g  care of Data Processing and S ta ff  
T ra in in g  and Development sections a t company le v e l.
Therefore, most of the a c t iv i t ie s  re la te d  to  improving the 
company's performance could be considered as new work fo r  
him but whatever he d id  soon became ro u tin e  fo r  him, as 
w e ll as c re a tin g  a precedent to  those tak in g  over h is  
p o s itio n , la t e r .  His work behaviour -th e n  became a 
precedent ra th e r  than a job d e s crip tio n  because, in  the  
company, w r it te n  job descrip tion s  were not a v a ila b le  and 
most jobs were performed based on tra d it io n s , superiors  
in s tru c tio n s , and own experience ra th e r  than fo llow in g  
standard ru les  and procedures.
Conversely, the D/ADM seemed to perform fewer a c t iv i t ie s  
re la te d  to  O vera ll Performance. She took care of the her 
company's in te re s t and ensured th a t there was enough 
equipment fo r  the company's new subsid iary  to  s ta r t  
operations as scheduled.
6.2.3b Staff Management
Both managers engaged in  the management of s ta f f  but w ith  
d if fe r e n t  degrees of a tte n tio n . The C/CDTM spent a lo t  of 
time On s ta f f  management w ith  an equal proportion  of time 
given to the a d m in is tra tio n  and development of s t a f f .  
Although the C/CDTM a llo c a te d  the highest proportion  of 
time in  developing s ta f f  amongst the four managers, he was 
simply responding to  h is  ro le  demands."
The C/CDTM devoted a lo t  of time to organising and 
arranging the necessary requirements fo r  s ta f f  to  attend an 
o f f - s i t e  t ra in in g  programme, designing the next tra in in g  
modules and eva lua ting  the e ffec tiven ess  of the previous  
t ra in in g  session. Meanwhile, the D/ADM, was engaged in  
s ta f f  planning fo r  the subsid iary under her co n tro l, 
re c ru it in g  manual s ta f f  a t subsid iary le v e l,  de legating  and 
c la r ify in g  delegated tasks, and d is c ip lin in g  s ta f f .
In  s p ite  of the fa c t  th a t both were focusing on d if fe re n t  
aspects of the management of s ta f f ,  they were both merely 
responding to  d ire c tiv e s  from 'a b o v e '. The main
d iffe re n c e , however, was th a t w hile the D/ADM was ju s t  
a c tiv a tin g  standard ru les  and procedures, the C/CDTM was, 
in d ire c t ly ,  c re a tin g  the norms and standards to  be 
fo llow ed by h is  's u cc e ss o r'.
The main concerns of the D/ADM were:
i .  G e n e r a l  W o rk  O p e r a t i o n s
A very high proportion  of the D/ADM's time was spent on 
General Work A d m in is tra tion , p a r t ic u la r ly  on ad m in is tra tive
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work. The rou tine  a d m in is tra tiv e  work fo r  which the D/ADM 
was m ainly occupied comprised:
au thoris ing  payment to  d a ily  workers
approving a p p lic a tio n  by manual employees fo r  s ick  
leave, 'd a y -o ff ' and overtim e work
checking record books re la t in g  to v is i ts  by outsiders , 
movement of company's veh ic les , movements of 
employees, s e c u rity  guards .on duty, la te  comers and 
accidents happening a t the production f lo o r  
preparing fo r tn ig h t ly  rep ort 
rep ly in g  to  m ail correspondence
autho ris in g  tra n s fe r  of equipm ent/m aterials from the 
company to i t s  su b s id ia ries  or between manufacturing  
p la n ts .
i i .  P r e m i s e s  & M a t e r i a l s  M a n a g e m e n t
The D/ADM a llo c a te d  the h ighest percentage of time (amongst 
the four managers) to  the physical aspects of her job, 
predominantly on the ad m in is tra tio n  of her company's 
prem ises.
In  sum, the two M u lti-F u n c tio n  Managers exh ib ited  more 
d iffe ren ces  than s im ila r i t ie s  in  the a llo c a tio n  of time 
between d if fe r e n t  areas of work content. The C/CDTM spent 
a lo t  of time in  a c t iv i t ie s  re la te d  to  company performance 
and s ta f f  management, and r e la t iv e ly  more time in  the 
development aspects of h is  work content than the D/ADM (and 
the other managers) . The remaining areas were e ith e r  
moderate or low in  terms of tim e spent of the C/CDTM.
In  sharp con trast, the D/ADM spent more time in  the 
a d m in is tra tio n  of the d if fe r e n t  areas o f her work, but only 
moderate amounts in  the management of s ta f f  and l i t t l e  time 
on the other areas of her work co n ten t.
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As the managers were from d if fe r e n t  job c la s s if ic a tio n s ,  
except fo r  the C/CDTM and D/ADM, the revealed d iffe ren ces  
in  th e ir  time d is tr ib u t io n  between d if fe r e n t  areas of work 
content were not s u rp ris in g . R e la tiv e ly , the A/OPM gave 
the highest concern to the management of general 
operations, w h ils t the B/ERM gave most to the 
ad m in is tra tio n  of s ta f f  and s e lf .  The C/CDTM was m ainly 
occupied w ith  m aintain ing and improving o v e ra ll 
performance, s ta f f  development and improving equipment in  
his  company and u n it .  The work of the D/ADM, compared w ith  
the other managers, d id  not have any d is t in c t iv e  
c h a ra c te r is tic s  except th a t she spent r e la t iv e ly  mole time 
in  the ad m in is tra tio n  of premises, equipment and m ate ria ls .
What the study also in d ica tes  is  th a t there  were few 
s im ila r it ie s  in  the work of the managers whose jobs were 
broadly comparable ( i . e .  the C/CDTM and the D/ADM). 
Indeed, the p a tte rn  of time d is tr ib u t io n  of the C/CDTM 
seemed to  share more c h a ra c te r is tic s  in  common w ith  th a t of 
the A/OPM and B/ERM, e s p e c ia lly  in  the management of s ta f f  
and in form ation , ra th e r  than the D/ADM. The three managers 
spent a lo t  of time in  managing s ta f f  and moderate amounts 
in  managing in form ation , although the nature of and the 
emphasis in  the a c t iv i t ie s  performed by each of them 
diverged v a s tly .
The next section w i l l  examine the various methods used by 
the managers in  carry ing  out the above a c t iv i t ie s .
6.3 FORMS OF MANAGERIAL WORK
As a frame of reference fo r  examining how the managers 
worked, data were c o lle c te d  on three  main aspects of the 
behaviour p a tte rn  of the managers under observation:
6 . 2 . 4  SUMMARY
1. 'People work' - i . e .  those a c t iv i t ie s  which involved  
d ire c t  contact w ith  members of the organ isation  or 
those outside the organ isatio n , c a rr ie d  out through 
media such as scheduled and unscheduled meetings, 
telephone conversations and p la n t tours .
2. 'Paperwork' - i . e .  those a c t iv i t ie s  which d e a lt w ith  
documents, such as processing le t te r s ,  signing  
le t t e r s ,  memos, b i l l s  or vouchers, rep ly in g  to  
correspondence, examining d a ily  or weekly performance 
rep o rts , preparing weekly, monthly or biannual 
management re p o r ts .
3. 'Physica l work' i . e .  those a c t iv i t ie s  which involved  
physical a c t iv i t ie s .
In  'people work' , the focus of th is  study was on the  
s tru c tu re  of in te ra c tio n , e s p e c ia lly  the expectations th a t  
work re la tio n s h ip s  make upon the managers. Comparing the 
proportion  of time the managers spent in te ra c tin g  w ith  
other people w ith  the p rop ortio n  of time spent on paperwork 
and physical work provides an in d ic a tio n  as to  whether the 
manager is  a 'v e r b a l is t '  or a 'lo n e r ' (Dubin and Spray, 
1964) or a has 'hub' or 's o lo ' contact p a tte rn  (Stewart, 
1976) .
I t  is  also of in te re s t  o f th is  study to rep ort the 'p laces ' 
where the managers do th e ir  work. This w i l l  provide an 
in s ig h t on the degree of m o b ility  of the d if fe r e n t  types of 
managers.
In  analysing the v a r ia t io n s  of time spent by the managers 
between various forms of work, the fo llo w in g  broad system 
of c la s s ify in g  time a llo c a t io n  was used:
Time A llo c a tio n
High = above 55% of time spent
Medium = 28 - 55
Low = below 28% of to ta l  time spent
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The ra tin g s  were derived using the same procedure as 
in d ica ted  in  Chapter F ive .
6.3.1 The A/OPM
6.3.1a 'People work'
The A/OPM's so c ia l environment seemed to be one of ve rb a l, 
fa c e -to -fa c e  communication, m ainly through formal and 
in form al meetings. During the period observed, the A/OPM 
attended 28 scheduled meetings - e igh t d a ily  meetings, two 
weekly, one biw eekly, fo u r monthly, 13 ad hoc. The ad hoc 
meetings also included those formal communications w ith  
customers (th ree  meetings) and suppliers  (two m eetings). 
These meetings ranged from three  minutes to two hours, w ith  
one to  f i f t e e n  people in  a session. The shortest meeting 
session took place in  h is  o f f ic e  w ith  one of his ju n io r  
subordinates fo r  d is c ip lin in g  the subordinates w h ils t the 
longest and w ith  the la rg e s t number of p a rtic ip a n ts  was the 
departmental meeting.
A major task of the A/OPM's work was to keep operations, as 
fa r  as possib le , running according to  ta rg e t. In  ensuring  
th a t the u n it 's  d a ily  or weekly ta rg e ts  were met and in  
dealing  w ith  any disturbances th a t threatened th e ir  
atta inm ent, the A/OPM was in  frequent contact w ith  h is  
subordinates, m ainly through in form al meetings. Thus, the 
nature of in te ra c tio n s  w ith  subordinates were predominantly  
re la te d  to  de leg atin g , coord inating  and m onitoring s ta f f  
a c t iv i t ie s  in  response to  so lv ing  problems. Sometimes, 
a llo c a t io n  of du ties  were s e lf  generated by the A/OPM in  
improving methods and/or in  avoid ing a n tic ip a te d  problems. 
Though in te ra c t io n  w ith  subordinates was frequent, i t  was 
l im ite d  to  h is  d ire c t  or immediate subordinates who, in  
tu rn , were responsible fo r  the performance of th e ir  
respective  subordinates.
In te ra c tio n s  w ith  other members of the organ isation  or 
those outside the o rg an isa tio n  were m inim al. However,
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compared w ith  the other managers, the A/OPM was observed to  
spend the most time w ith  h is  superiors, p a r t ic u la r ly  the 
MD. There was constant bureaucratic  checking by the MD 
through scheduled meetings (d a ily  and weekly m eetings). 
Reports were to  be submitted weekly. This might imply th a t  
the job of the A/OPM was h igh ly  dependent on the MD. 
However, according to  the A/OPM, i t  was the management 
s ty le  of the MD who wanted a l l  the senior management s ta f f  
to  keep him the p ic tu re  a t a l l  tim e. O ccasionally, the 
meetings w ith  his superiors (the MD and/or the President) 
were in fo rm a l. There were three instances where h is  
superiors v is ite d  h is  o f f ic e  to exchange views on issues 
re la te d  to the business in  which the organ isation  was in  
and also in  discussing m atters re la te d  to  the development 
of employees a t the production l in e .
I t  was a lso  observed th a t the frequent in te ra c tio n  between 
the A/OPM w ith  other managers of the same status were not 
lin k ed  to  the so c ia l bonds of a colleague re la tio n s h ip  
(Dubin and Spray, 1964) but because h is  job was linlced to  
t h e i r s .
Most of the correspondence w ith  outside organ isations, and 
w ith  members of the same organ isation , were conducted 
through the e le c tro n ic  m a il. Thus, communications by 
telephone were minimal (3.17% ). Out-going c a lls , norm ally  
one to  two minutes, were made to h is  s ta f f ,  in s tru c tin g  
them to  come to h is  o f f ic e .  In-coming c a lls  were m ainly  
from supp liers  and the longest conversations were not more 
than e ig h t m inutes.
6.3.1b 'Paperwork'
A high proportion  of tim e spent on paperwork was on reading  
and re p ly in g  to  m ail received through the e le c tro n ic  m ail 
system, besides au th o ris in g  subordinates to take m ate ria ls  
from the store-room and examining the d a ily  production  
rep o rt (in form ing him of the le v e l of output during the
la s t  tw en ty -fou r h o u rs ). On average, he received e igh ty  e~ 
m ail messages and he t r ie d  to  respond to  h a lf  of them per 
day. As such, on most of h is  afternoon, i f  there were no 
meetings, he would spend time w ith  the m a il. Because of 
the vast amount of m ail received, the A/OPM was very  
s e le c tiv e  about which to re p ly , which to re d ire c t to h is  
subordinates fo r  fu r th e r  a c tio n , and which to d iscard .
6.3.1c 'Physical work'
A c t iv it ie s  which the A/OPM did  which were considered as 
'p h ys ica l work' were very few - tak ing  documents from the 
p r in te r  (as in  h is  o f f ic e ,  he does not have a p r in te r  
lin k e d  to  h is  computer) and sending the p rin te d  document to  
his subordinates or colleagues and sending samples of 
re je c te d  output to  h is  subordinates, requesting th e ir  
explanation fo r  the poor q u a lity .
6.3.1d Location
Most of the A/OPM's work was done w ith in  the premises of 
his o rgan isatio n , m ainly a t h is  desk or to  a lesser degree, 
conference rooms. D a ily  and ad hoc meetings w ith  
subordinates took place e ith e r  in  h is  o f f ic e  or a t the 
subordinates' p lace; ad hoc meetings w ith  the President 
took place a t the P re s id e n t's  o f f ic e ;  w h ils t d a ily , weekly 
and monthly meetings in  the present of the MD and managers 
of the same le v e l or w ith  customers took place in  the 
conference rooms. On an ad hoc basis the A/OPM tra v e lle d  
abroad. During the observation period, he was busy 
preparing paperwork req u ired  to  v is i t  one of the s is te r  
companies, and a week p r io r  to  the observation, he had 
v is ite d  a neighbouring country fo r  recruitm ent purposes.
6 .3 . le Summary
G enerally , the Line Manager of Company A spent a very high  
proportion  of h is  tim e in te ra c tin g  w ith  people, 
p a r t ic u la r ly  h is  subordinates and managers a t the same 
le v e l which was im portant in  ensuring th a t the u n it 's
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ta rg e ts  were met. These in te ra c tio n s  were both formal and 
in form al and took place in  h is  o f f ic e  as w e ll as in  the 
conference rooms.
6.3.2 The Personnel Manager - B/ERM
6.3.2a 'People work'
The time th a t the Personnel Manager of Company B gave to  
verb a l contacts, compared w ith  the average, was moderate. 
This is  not su rp ris in g  as the le v e l of in te ra c tio n  between 
the B/ERM and the other members of the organisation  was 
dependent on the le v e l of d is s a tis fa c t io n  among the 
employees.
There was more in te ra c tio n  between the manager and other 
employees than w ith  h is  subordinates. He norm ally spent a t 
le a s t two hours a t the production f lo o r  d a ily , l is te n in g  to  
problems faced by employees and/or exp la in in g  company's 
ru les  and reg u la tion s  to  them. I t  was in  solving the 
employees problems th a t the B/ERM in te ra c te d  w ith  managers 
a t the same, h igher or lower le v e l,  depending on whom the 
complaints were d ire c te d  to . The B/ERM also spent a low 
proportion  of time in te ra c tin g  w ith  h is  superior. M ainly  
the meetings were fo r  the purpose of rep o rtin g  progress of 
work. The sm aller amount of time spent in te ra c tin g  w ith  
superiors might have been due to  the h ig h ly  decen tra lised  
s tru c tu re  of the company which is  also re f le c te d  in  the 
B/ERM's in te ra c tio n  w ith  h is  subordinates.
Time spent on formal meetings was low. The meetings 
attended were e ith e r  due to  h is  involvement (by choice) in  
an ad hoc p ro je c t or h is  involvement in  the o r ie n ta tio n  
programmes.
6.3.2b 'Paperwork'
The time spent on paperwork was also moderate. M ainly, i t  
involved recording verb a l complaints heard in  the day and 
solu tions provided, responding to w r it te n  complaints,
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c o n trib u tin g  a r t ic le s  or news to the in te rn a l n ew sle tter  
and handling paperwork requ ired  in  organising company 
a c t iv i t i e s .
6.3.2c 'Physical work'
Physical work p e c u lia r  to  the B/ERM, but 'norm al' to  h is  
job , was th a t involved in  provid ing  some assistance to h is  
colleagues in  d is tr ib u t in g  company uniforms to the 
employees and provid ing  'goggles' to  production workers, 
fo r  them to wear when working w ith  the e le c tro n ic s  gadgets.
6.3.2d Location
The B/ERM spent a moderate proportion of h is  time a t h is
desk but a lo t  of time a t the production f lo o r  and the
tra in in g  room.
6.3.2 e Summary
The B/ERM spent most of h is  time on 'p e o p le -w o rk '.
In form al in te ra c tio n  between the B/ERM w ith  other members 
of the o rgan isation  was high and m ainly took place in  h is  
o ff ic e , a t the production f lo o r  and a t the tra in in g  room. 
The nature of in te ra c tio n  re fle c te d  on the underly ing
philosophy of the company which gave strong emphasis to  i t s  
'p e o p le '. The company b e lieved  th a t i t s  h ighest goals can 
be achieved only, among o ther th ings, by having a group of 
employees who gained s a tis fa c tio n  from th e ir  work, and i t  
was the re s p o n s ib ility  of the B/ERM to ensure th a t . The 
h ig h ly  a t t r a c t iv e  character of h is  work a c t iv i t ie s  
re f le c te d  th is .
6.3.3 The Multi-Function Managers - C/CDTM & D/ADM
The two managers d if fe re d  s ig n if ic a n t ly  in  how they  
performed th e ir  work. The C/CDTM spent a h igher proportion  
of h is  tim e on people work but less on both paperwork and 
physical work. On the o ther hand, the D/ADM spent a 
r e la t iv e ly  lower p rop ortio n  of her time in te ra c tin g  w ith
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6.3.3a 'People work'
The C/CDTM spent a la rg e  proportion  of h is contact time 
w ith  colleagues, fo llow ed by suppliers and subordinates. 
Meetings w ith  colleagues were e ith e r  formal or in form al. 
In te ra c tin g  w ith  other managers of the same le v e l was 
e s se n tia l in  ensuring th a t improvement s tra te g ie s  designed 
fo r  th e ir  respective  departments were working e f fe c t iv e ly  
and in  organising and designing tra in in g  programmes fo r  
company employees. Besides, the C/CDTM also in te rac te d  
w ith  other members o f the organ isation  mainly fo r  
s o c ia lis a tio n  purposes.
Inform al in te ra c tio n  w ith  subordinates was frequent and 
m ainly fo r  the purpose of inform ing, d ire c tin g  and 
m onitoring delegated work. Heading a department w ith three  
diverse areas of re s p o n s ib il it ie s , the ro les  performed by 
the C/CDTM and h is  subordinates (e s p e c ia lly  section heads) 
appeared to be complementing ra th e r  than 'ch a llen g in g ' each 
others e x p ertise . From interv iew s and inform al
communication, i t  seems th a t the re la tio n s h ip  between the 
C/CDTM and his subordinates was more on the basis of him 
provid ing them w ith  the management s k i l ls  w h ils t they 
provided him w ith  the te ch n ic a l s k i l ls .
There were two occasions in  which the C/CDTM met equipment 
suppliers and both were fo r  the purpose of se lec tin g  an 
equipment sup p lie r fo r  the company. In  both cases, the 
meetings took place outside the company's premises.
U n like  the C/CDTM, the D/ADM had minimal in te ra c tio n  w ith  
managers a t the same le v e l,  but had more w ith  her 
subordinates and the p la n t managers of su b s id ia ries . 
In te ra c tio n  w ith  subordinates were m ainly to  a llo c a te  
duties  w h ils t w ith  p la n t managers to  ensure th a t there was 
an adequate number of necessary equipment in  th e ir  p lants
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o t h e r s  b u t  more i n  b o t h  p a p e r w o r k  and  p h y s i c a l  w ork .
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The media used by the two M u lti-F u n ctio n  Managers also  
d if fe re d  g re a tly . The C/CDTM spent less time on the 
telephone, more on inform al meetings and a lo t  on scheduled 
meetings. On the contrary , the D/ADM spent a high  
percentage of her working time making and rece iv in g  
telephone c a lls  due to the physical remoteness of both her 
subordinates and the p lan t managers. A d d itio n a lly , the 
bulk of her contact p a tte rn  was . c a rr ie d  out through 
in form al m eetings. Time spent on formal in te ra c tio n  was 
low. In  fa c t, the only scheduled meetings she attended, 
and in i t ia te d ,  were during in terv iew s conducted fo r  
recruitm ent of employees fo r  the subsid iary  which was under 
her c o n tro l.
6 . 3.3b Paperwork
The two M u lti-F u n ctio n  Managers also d if fe re d  in  the 
a c t iv i t ie s  and time spent on paperwork. The D/ADM was 
h ig h ly  occupied w ith  ro u tin e  a c t iv i t ie s ,  such as approving 
ap p lica tio n s  by manual employees (of subsid iary) fo r  s ick -  
leave and overtime work; au tho ris in g  a l l  employees to  
leave the company's premises during o f f ic e  hours, tra n s fe r  
of equipm ent/m aterials to  su b s id ia rie s , purchase of 
equipment, payment fo r  overtime work/ d a ily -ra te d  
employees/ causal workers (such as repairmen, gardeners, 
c le a n e rs ); d a ily  inspection  o f record books (as ind icated  
e a r l i e r ) . A l l  th is  a d m in is tra tiv e  work kept the D/ADM in  
her o f f ic e  a few hours a f te r  o f f ic e  c losing time or gave 
her no choice but to  take some of the workload home. The 
D/ADM was also observed to  be w r it in g  memos, le t te rs /fa x e s ,  
typ ing  fo r tn ig h t ly  performance reports and a ss is tin g  
colleagues w ith  th e ir  rep o rt w r i t in g / le t t e r  w r it in g . 
Norm ally, she prepared her reports  a t home, tak ing  or 
photocopying a l l  the necessary in form ation to  take home as 
w e l l .
a s  w e l l  a s  f o r  o t h e r  a d m i n i s t r a t i v e  m a t t e r s .
In  co n tras t, the C/CDTM performed most of h is  th in k in g  or 
w rit in g  a t home or a f te r  o f f ic e  hours when most people had 
l e f t  the company's premises which, according to him, was 
the best time since there  was no one to 'd is tu rb ' him. 
Other types of work on documents involved reading minutes 
of meetings, a u th o ris in g  tra n s fe r  of m ate ria ls  from the 
company to i t s  s u b s id ia ries  and f in a lis in g  the evaluation  
rep o rt p e rta in in g  to  the e ffec tiven ess  of the previous  
t ra in in g  programme.
6.3.3c 'Physical work'
The D/ADM a llo c a te d  more time to perform ing physical 
actions than any of the managers. However, the a c t iv i t ie s  
involved during the week observed were ad hoc ra th e r than  
ro u tin e . She was involved in  improving the image of the 
company's premises, i . e .  rearranging potted  p lan ts  in  the 
company's lounge as w e ll as the m ini garden outside the 
b u ild in g . R e la tin g  to th is ,  i t  is  in te re s tin g  to know 
whether the same type of a c t iv i t ie s  would be p a rt of the  
work of the M u lt i- fu n c tio n  Manager at Company D i f  she were 
a man. There is  a very high p o s s ib il i ty  th a t the answer is  
no, p a r t ic u la r ly  in  th is  company where a job d escrip tio n  
fo r  the managerial p o s itio n  is  absent.
The D/ADM was also p h y s ic a lly  involved in  ensuring th a t  
there  was adequate space in  the storeroom to accommodate 
fo r  the tra n s fe r  of several pieces of fu rn itu re  from S ta te -  
owned premises but which belonged to  the company.
6.3.3d Location
The places in  which the two managers spent time also  
d if fe re d  s ig n if ic a n t ly .  The C/CDTM spent considerable time 
working outside h is  company's premises, w h ils t the D/ADM 
(and the other managers) m ainly worked a t her desk. 
Meetings w ith  suppliers  and accompanying s ta f f  fo r  an o f f -  
s ite  tra in in g  programme were the reasons fo r  which the 
C/CDTM had to  t ra v e l outside h is  company.
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6.3.3 e Summary
The way in  which the two M u lti-F u n ctio n  Managers d id th e ir  
work diverged in  almost a l l  resp ects . The work of the 
C/CDTM required r e la t iv e ly  more in te ra c tio n  w ith  h is  
colleagues, p a r t ic u la r ly  by attending formal meetings 
w ith in  and outside the company's premises. On the other 
hand, the D/ADM spent r e la t iv e ly  more time on paperwork,
made more phone c a lls  and m ainly worked a t her desk.
6.3.4 SUMMARY
D ifferences among the work patterns of the four managers 
were remarkable and th is  could have been the re s u lt of 
nature and type of a c t iv i t ie s  involved in  th e ir  work, the 
character of th e ir  jobs and/or the s tru ctu re  of th e ir  
companies (see Table 6 .3 ) .  C e rta in ly , v a ria tio n s  in  form 
of the managers' work do not appear to  be lin ked  to th e ir  
respective  fu n ctio n a l areas. The managers spent the great 
bulk of th e ir  time in  people work, w ith  the exception of 
the D/ADM where the amount of time spent in te ra c tin g  w ith  
others was the low est. On the other hand, the D/ADM was 
seen to be engaged in  more paperwork and physical work.
There was a close and unsurpris ing  l in k  between, on the one 
hand, proportion of time spent by the managers on the three  
d if fe r e n t  forms of work ( i . e .  people work, paperwork and 
physical work) , on the o th er, the media used in  people work 
and places where work was performed. The higher the number 
of formal meetings invo lved, the more the amount of time 
spent a t conference rooms; the more frequent p lan t v is i ts  
were made, the higher the amount of time spent a t the 
production f lo o r ;  the h igher the proportion  of time spent 
on paperwork and telephone c a lls ,  the h igher the time spent 
behind the desk.
Table 6.3 Forms of Managerial Jobs
Types of Manager All Line Personnel Multi-function
Manager Manager Manager
(A/OPM) (B/ERM) (C/CDTM) (D/ADM)
% % % % %
Forms of work
Peoplework* 73.64 84.20 77.38 81.95 51.03
Paperwork 19.79 14.49 17.02 12.97 34.69
Physicaiwork 6.57 1.31 5.60 5.08 14.28
Media
Unscheduled Meetings 51.62 39.25 50.65 51.88 64.69
Scheduled Meetings 23.32 43.44 12.98 35.31 1.56
Telephone 10.94 3.17 11.18 5.53 23.87
Plant tour 14.12 14.14 25.19 7.28 9.88
Location
Desk 51.02 45.40 52.90 39.88 65.88
Other place** 10.91 8.43 0.48 15.17 19.56
Conference 11.91 29.08 0.00 18.56 0.00
Training Room 4.91 2.69 16.94 0.00 0.00
Utility Room 0.35 0.00 0.72 0.00 0.69
Cafeteria 1.23 0.00 3.77 0.00 1.13
Production Area 14.12 14.14 25.19 7.28 9.88
Co.Compound 0.57 0.26 0.00 0.00 2.01
Off-site 4.78 0.00 0.00 19.11 0.00
* Includes only direct contact
** Includes subordinates', MD's, President's etc.
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6.4 RELATIONSHIP BETWEEN MANAGERIAL ROLE EXPECTATIONS AND 
ROLE PERFORMANCE
The previous two sections have examined the actual work of 
the managers in  terms of what they a c tu a lly  do and how they 
do i t .  This section w i l l  examine the degree of congruence 
between managerial work as defined and the work as 
performed, based on the assumption th a t managerial 
behaviour does not take place in  a soc ia l vacuum, ro le  
performance of the managers might involve some degree of 
p o te n tia l c o n f lic t  and co n tra d ic tio n . Other studies have 
shown th a t the existence of ro le  c o n flic t  and co n trad ic tio n  
hinders ro le  performance which harmonises w ith  ro le  demands 
"(Hales, 1987) .
The focus of th is  section  w i l l  be on s im ila r it ie s  and 
d iffe ren ces  among the managers w ith  respect to  the 
fo llo w in g  three aspects:
1. fa i lu r e  to meet 'must' expectations
2. f a i lu r e  to  meet 'should' expectations
3. perform ing a c t iv i t ie s  not expected of them, here 
re fe rre d  to as 'p o s it iv e  incongruence'.
However, in  comparing the re la tio n s h ip  between the expected 
and the actu a l work of the d if fe r e n t  type of managers, th is  
section w i l l  not repeat the d e ta ile d  evidence provided in  
Chapter S ix . Instead, th is  section  w i l l  h ig h lig h t only the 
exceptions and s a lie n t  fe a tu re s .
Tables 6 .4  (a, b, c and d) perm it examination of the
re la tio n s h ip  between expected and actual a c t iv i t ie s  of the 
work of the managers. They also ind icated  the mean weight 
attached by members o f th e ir  ro le -s e t , the sources of ro le  
expectations, whether the manager acknowledged those 
expectations and the percentage of time spent on each 
expected work a c t iv i t y .
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The expectations categories were used as a basis fo r  
categ oris ing  the observed a c t iv i t i e s . The key advantage of 
th is  approach was th a t i t  enabled the researcher to compare 
l ik e  w ith  l ik e .  However, the problem was f i t t i n g  observed 
behaviours in to  appropria te  categories derived from 
expectations, many of which were very broad and vague (e .g . 
'lead ersh ip  r o l e ' ) .  In  th is , the personal judgement and 
corroboration  of the researcher and the supervisor had to  
s u ff ic e . In  the ta b le , observed a c t iv i t ie s  were matched 
against the l i s t  of exp ec ta tio n a l ca teg ories . In  cases 
where the observed a c t iv i t y  appeared not to  have a match, 
or where managers were not expected to perform but were 
observed to perform, the a c t iv i t y  was added in to  the l i s t  
and la b e lle d  as 'p o s it iv e  incongruence' ( i . e .  observed 
a c t iv i t ie s  of the manager which were not expected by 
o th e rs ) .
These tab les  then provide a summary of what the manager was 
expected to do, how s tro n g ly  they were expected to do i t ,  
whether they acknowledge these expectations and, f in a l ly ,  
what they a c tu a lly  d id .
A word of caution in  in te rp re t in g  the data is  necessary. 
This concerns in te rp re t in g  the use of percentage of time as 
an in d ic a tio n  of the importance given by the manager 
towards an a c t iv i t y .  Where the manager was observed to  
spend a low or n e g lig ib le  proportion  of time on the more 
s u b s ta n tia l ro le  expectations defined by others, th is  does 
not necessarily  imply in ap p ro p ria te  performance. This is  
because some of the more im portant a c t iv i t ie s  do not 
req u ire  a high p rop ortio n  of time to  be spent on them. 
Moreover, when there  were more than one a c t iv i t ie s  involved  
sim ultaneously, only the main a c t iv i t y  was reported . Thus, 
some a c t iv i t ie s  were not recorded. For example, when the 
manager was involved in  so lv ing  a problem, he/she was 
in d ire c t ly  making o p era tio n a l decisions re la te d  to problem­
so lv in g . However, the main a c t iv i t y  involved was to solve
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problems and th e re fo re , the a c t iv i t y  was in te rp re te d  as 
problem -solving and not decision-m aking.
6.4.1 The Line Manager of Company A - A/OPM
Based on ta b le  6 .4 (a ) ,  the A/OPM performed approxim ately  
h a lf  of the a c t iv i t ie s  expected of him. He also appeared 
to give high a tte n tio n  to  perform ing a c t iv i t ie s  considered 
as im portant by h is  r o le -s e t ,  which were m ainly routine  
work of the A/OPM.
The A/OPM was seen to  devote a su b s tan tia l p a rt of h is  time 
conducting departmental m eetings. Though he was expected 
to  conduct departmental meetings on a weekly basis, the 
amount of troubleshooting involved in  h is  job , and the 
d a ily  production performance meetings, requ ired  the A/OPM 
to  conduct d a ily  meetings w ith  his key subordinates.
On the other hand, the A/OPM appeared to give less  
a tte n tio n  to making decis ions, e s p e c ia lly  key decisions. 
Key decisions re la te d  to  s tra te g ic  issues were vested on 
the s tru c tu rin g  le v e l,  w h ils t decisions re la te d  to  day-to -  
day operations were made by the A/OPM. The A/OPM might be 
making a lo t  of decis ions, but because they were im p lic it  
in  a c t iv i t ie s  re la te d  to  problem -solving, or performed 
during meetings and when delegating  d u ties , the recorded 
time was lower.
Between l ia is in g  w ith  customers and sup p lie rs , the A/OPM 
had more 'freedom' in te ra c t in g  w ith  the la t t e r .  With 
customers, meetings were m ainly formal and in  the presence 
of the MD.
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Table 6.4 (a) Expected And Actual Work Content Of The Line Manager- A/OPM
Work Activities Mean Sources Ack (/) % Time
Weight Above(A) Unack Spent on
Of Role Below (B) (X) Activity
Demand*
Identity and solve problems 8.30 A B / 11.20 |
Work as a team with other departments 8.00 A B / 16.70
Perform administrative work 7.30 A B / 6.10
Meet unit performance target 7.00 A B / 4.10
Responsible for unit's performance 7.00 A B / 2.10
Delegate activities 6.70 A B / 11.60
Ensure quality standards maintained 6.00 A B / 1.60
Create friendly environment 6.00 A B / 0.20
Max. utilisation of manpower & machines 5.70 A / 7.90
Minimise staff turnover 5.70 A / 0.00
Attend various company's meetings 5.70 A / 20.30
Plan staffing 5.70 A / 7.80
Minimise number of rejects from customers 5,30 A / 0.00
Conduct line tour 5.30 A / 8.60
Share information with staff and other member 5.30 A B / 5.20
Recruit, select and retain staff 5.00 A / 1.60
Ensure high productivity of staff 5.00 A B X 0.00
Ensure products meet customers satisfaction 5.00 A / 1.40
Ensure job satisfaction 4.70 A B X 0.10
Conduct departmental meetings 4.70 A / 13.30
Design reliable monitoring programme 4.30 A X 0.00
Achieve sales targets 4.30 A B X 0.00
Responsible for maintenance of all machines 4.00 A / 0.10
Motivate staff 4.00 A B X 0.40
Operations comply with safety regulations 3.70 A / 0.00
Plan capacity 3.70 A / 2.40
Minimise machines breakdown 3.30 A 1 0.00
Plan to meet customers' requirements 3.00 A I 1.30
Liaise with customers 3.00 A X 4.50
Facilitate staff in achieving their targets 3.00 A X 0.00
Take care of production floor 2.70 A / 4.20
Reduce operations costs 2.70 A X 0.00
Achieve minimal machine down time 2.70 A X 0.00
Provide reliable after sales service 2.70 A X 0.00
Ensure high sales growth 2.70 A X 0.00
Safeguard interest of company and unit 2.70 B X 1.60
Make key decisions 2.70 B X 0.00
Handle and minimise conflicts among staff 2.30 B X 0.00
Ensure all projects runs according to plan 2.30 B X 0.00
Table 6.4 (a) Expected And Actual Work Content Of The Line Manager- A/OPM
Work Activities Mean Sources: Ack(/) % Time
Weight Above(A) Unack(X) Spent on
Of Role Below (B) Activity
Demand*
Assist staff in operational work 2.30 B X 0.20
Conduct technical work evaluations 2.30 A X 0.30
Set an example 2.30 B / 0.00
Monitor staff performance 2.30 A X 0.70
Provide clear and adequate instructions 2.30 B X 3.60
Set achievable targets 2.30 B X 0.00
Involved in people development programme 2.00 B X 0.00
Solve major problems directly 2.00 B X 1.70
Confront problems directly 2.00 B X 3.60
Always available when needed 2.00 B X 0.10
Liaise with vendors 2.00 self only / 1.50
Decision-maker 2.00 B X 0.00
Stand firm on decision made 2.00 B X 0.00
Uncompromised as far as quality is concerned 2.00 B X 0.00
Perform.leadership role 1.70 B X 0.00
Explain company's policies/rules to employees 1.70 B X 0.00
Develop effective relationship with govt, officials 1.70 B X 0.00
Liaise with key people outside the company 1.70 B X 0.00
Prompt delivery 1.70 B X 0.00
Ensure that decisions work 1.70 self only / 9.20 ’
Have good analytical ability 1.30 B X 0.00
Perform advisory and consultancy role 1.30 self only / 0.00
Honest and understanding 1.30 B X 0.00
Inform vendors of items needed 1.30 self only / 1.50
Keep customers informed 1.00 B X 0.00
Keep group united and work as a team 1.00 B X 0.00
Ensure discipline among employees 'Positive incongruence' 1.80
Purchase new equipment 'Positive incongruence* 2.10
Ensure smooth inflow of materials 'Positive incongruence’ 1.80
Presence during line auditing 'Positive incongruence’ 0.10
Personal matters 'Positive incongruence’ 1.10
* maximum value = 9
Comparatively, the A/OPM performed fewer a c t iv i t ie s  
expected from 'below' than those expected from 'a b o v e '. 
There are two possib le explanations. F ir s t ,  i t  may be the 
re s u lt  of the degree of c la r i t y  in  h is  job d escrip tio n . 
Second, i t  may r e f le c t  the type of s ta f f  he selected . By 
s e le c tin g  s ta f f ,  p a r t ic u la r ly  key subordinates, whom he 
perceived to be h ig h ly  experienced and se lf-m o tiva ted , the 
A/OPM thought he should ' f r e e ' him self from being involved  
in  'ensuring job s a t is fa c t io n s ', ' f a c i l i t a t i n g ' ,  
'a s s is tin g ' and to  be 'a v a ila b le ' fo r  them and focus on 
more pressing and demanding issues, re f le c t in g  the 
existence of ro le  c o n f l ic t  between what those 'below' him 
expected of him and h is  conception of h is  ro le  in  re la t io n  
to  th e ir  needs.
The A/OPM was also  seen to  pay l i t t l e  a tte n tio n  to m atters  
re la te d  to personal problems of the s ta f f  as compared to  
issues which d e a lt  d ir e c t ly  w ith  operations. This might, 
again, be re la te d  to  the A/OPM's conception of h is ro le  in  
re la t io n  to  the s tru c tu re  of the company. D iv is io n  of 
labour in  the company was based on h ig h ly  spec ia lised , 
in te r re la te d  a re a s . Because the management of company 
personnel was s p ec ia lised  under the Human Resource 
Department, the A/OPM thus 's h if te d ' such re s p o n s ib ility  to  
th a t department. Nevertheless, he was observed to take 
d is c ip lin a ry  ac tio n  against one of h is  ju n io r  s ta f f ,  an 
a c t iv i t y  which was not expected of him.
There were f iv e  areas of 'p o s it iv e  incongruence' { i .e .  
a c t iv i t ie s  performed by the A/OPM which were not p a rt of 
others ' e x p e c ta tio n s ). However, the performance of these 
a c t iv i t ie s ,  except those re la te d  to personal m atters, were 
w ith in  the defined  area of re s p o n s ib ility  and p r io r  
approval was req u ired  before enforcing them.
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The B/ERM also exh ib ited  a high degree of awareness of what 
he was expected to do, p a r t ic u la r ly  on the a c t iv i t ie s  which 
others considered as im portant (see Table 6 .4 b ) . The B/ERM 
was also observed to perform  a moderate amount of the 
a c t iv i t ie s  expected on him.
The la rg e  amount of tim e spent in  'handling  employee
grievances' and 'to  spend a t le a s t two hours a t the
manufacturing f lo o r ' were re la te d  to  h is  main ro le  of
'ensuring job s a tis fa c tio n  among s t a f f ' .
Organising the various company a c t iv i t ie s  also appeared to  
be an im portant aspect of the B/ERM's jo b . However, th is  
aspect of h is  job should be d if fe r e n t ia te d  from him being  
'in vo lved  w ith  company a c t i v i t i e s ' . The former was p a rt of 
his  job d escrip tio n  but the l a t t e r  was a 'cho ice ' fo r  him 
in  l in e  w ith  the company's philosophy of 'encouraging  
people in vo lvem en t'.
The philosophy also provided a possible explanation  of the 
high occurrence of a c t iv i t ie s  which were not p a rt of
o thers ' expectations of h is  work, although the f lu c tu a tin g  
nature of h is  work also provided him w ith  the opportunity  
to  be r e la t iv e ly  more involved in  a c t iv i t ie s  not expected 
of him by others. The B/ERM, could a t some la te r  date, be 
e x h ib itin g  fewer such a c t iv i t ie s .  Another possible  
explanation might be ro le  ambiguity on the p a rt of the 
B/ERM. Although h is job was c le a r ly  defined , the loose, 
decen tra lised  decision-m aking system in  h is  organ isation  
might lead  to ambiguity as to  h is  job boundary and thus, 
resu lted  in  him perform ing a c t iv i t ie s  which were not p art  
of h is  job .
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Table 6.4 (b) Expected And Actual Work Content O f The Personnel Manager- B/ERM
Work activities Mean Sources: Ack(/) % Time
Weight Above (A) Unack Spent on
Of Role Below (B) (X) Activity
Demand*
Handle employees grievances 8.70 A B 1 9.70
Involved in people development programmes 7.30 A B 1 0.00
Ensure job satisfaction among staff 7.00 A B / 10.30
Competent, knowledgeable and experience 7.00 A B f 0.20
Explain company's policies/rules to employees 7.00 A ,B 1 6.80
Work as a team with other departments 6.30 A B / 6.90
Perform administrative work 6.30 A B / 4.40
Create friendly environment 6.00 A B / 2.00
Take care of termination of employees 6.00 A / 1.80
Conduct 'exit' interviews 6.00 A / 0.00
Handle issues related to company's cafeteria 6.00 A B / 6.70
Respond to every' 1 recommend' tetters 6.00 A B / 0.00
Spend at least 2 hrs on manufacturing floor 6.00 A / 10.80
Provide direction, counseling and coaching 5.70 B / 2.60
Share information 5.30 A / 5.70
Organise company’s activities 5.30 A / 12.30
Conduct departmental meetings 5.00 A / 0.00
Attend training and seminars 5.00 A X 0.00
Attend various company's meetings 4.70 A / 0.20
Solve key problems 4.30 B / 4.80
Work closely with higher learning institutions 4.00 A / 0.30
Perform advisory and consultancy role 4.00 A / 7.50
Liaise with people outside the organisation 3.70 A B / 2.60
Involve with company's activities 3.00 A B / 9.40
Ensure staff fulfill their social responsibilities 2.70 A X 0.00
Ensure ail projects runs according to plan 2.70 A X 2.00
Promote organisation’s culture 2.70 A X 0.00
Consider company as a training place 2.70 A B X 0.00
Inform staff of availability of training programme 2.30 X 13.60
Ensure effective internal communication 2.00 A X 0.60
Self development 2.00 B X 0.00
Evaluate training programme 2.00 self only / 0.00
Solve major problems with staff 2.00 B X 5.10
Act middleman between company & employees 2.00 self only / 0.00
Create image 2.00 A X 0.00
Develop staff 1.70 B / 0.00
Handle and minimise conflicts among staff 1.70 B X 0.00
Gives recognition to job well done 1.30 B X 0.00
Willing to accept criticisms 1.00 A X 0.00
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Table 6.4 (b) Expected and Actual Work Content of the Personnel Manager - B/ERM
Activities Mean Sources: Ack(/) % Time
Weight Above (A) Unack Spent on
Of Role Below (B) (X) Activity
Demand*
Ensure high flexibility and adaptability of unii 1.00 B X 0.00
Ensure that decisions work 1.00 B X 0.00
Stand firm on decision made 1.00 B X 0.00
Assist colleague 'Positive incongruence' 1.10
Coordinate unit's activities 'Positive incongruence' 0.50
Monitor staff performance 'Positive incongruence’ 2.30
Delegate activities 'Positive incongruence’ 5.30
Distribute safety equipment 'Positive incongruence' 0.40
Pay expenses 'Positive incongruence' 2.50
Personal activities 'Positive incongruence' 0.30
* maximum value = 9
I t  is  also in te re s t in g  to note th a t the B/ERM, as compared 
to  the other managers, was not expected to  delegate  
a c t iv i t ie s  or to  m onitor the work of h is  subordinates, as 
the company had a w e ll la id  down and c le a r  job d escrip tio n  
fo r  each and every member of the o rg an isa tio n . However, 
during the period observed, he performed otherw ise. He was 
seen to  provide d ire c tio n s  and m onitor c lo se ly  the 
performance of one of h is  ju n io r  s t a f f .  According to the 
B/ERM, he needed to 'push' the ju n io r  s ta f f  to' ensure th a t  
he accomplished h is  work a t the expected le v e l and w ith in  
the expected tim e. In  a way, the B/ERM showed an 
i n i t i a t i v e  to  improve the performance of h is  s ta f f .  
Whether th is  is  a t tr ib u ta b le  to  the c u ltu re  of the 
organ isatio n  or h is  p e rs o n a lity  is  an issue which w i l l  be 
examined fu r th e r  in  the next chapter.
In  sum, the B/ERM gave roughly equal a tte n tio n  to  
expectations o r ig in a tin g  from both groups of the ro le -s e t .
6.4.3 Multi-Function Managers - C/CDTM and D/ADM
The preceding sections (6 .2  and 6.3) have in d ica ted  th a t 
the work d if fe re d  s ig n if ic a n t ly  between the two M u lt i-  
Function Managers. Obviously, such a degree of v a r ia t io n  
w i l l  again be h ig h lig h te d  in  examining the re la tio n s h ip  
between what they were expected to  do and what they 
a c tu a lly  d id .
The C/CDTM performed the fewest number of a c t iv i t ie s .  This 
may be lin k e d  to  the few issues in  which he was occupied 
fo r  the e n t ire  week. His a tte n tio n  was devoted to  
organising an o f f - s i t e  t ra in in g  programme and developing  
s tra te g ie s  to  improve company production performance, 
s p e c if ic a l ly  on ways to  reduce cost per u n it  production.
The C/CDTM was expected to  improve the performance of the 
parent company's s u b s id ia r ie s . However, the omission of
24 8
such expectations was not in te n tio n a l. I t  was ju s t  th a t,  
at the i n i t i a l  stage, the focus was on improving h is  own 
company's performance. The e ffec tiven ess  of the operations  
developed a t the present stage w i l l  then be introduced to  
the other s is te r  companies.
Being occupied w ith  h is  main tasks, the C/CDTM appeared to  
be o m ittin g  most of the expectations o r ig in a tin g  from 
'b e lo w ', such as 'develop s t a f f ' ,  'p rovide managerial 
support', 's e t exam ple', 'a s s is t  s t a f f ' ,  ' f a c i l i t a t e '  and 
'm otivate s t a f f ' . As there  was no c le a r job descrip tions  
fo r  managerial po s itio n s  in  h is company, a possible  
explanation  fo r  the high responsiveness of the C/CDTM to  
the requirements from 'above' may suggest h is  s e n s it iv ity  
to the power vested in  those higher up the h ierarch y .
The a c t iv i t ie s  involved in  the 'p o s it iv e ' incongruence 
category - 'developing ven d o r', 'ensuring adequate 
equipm ent'- was re la te d  to  'improving company o p e ra tio n s '. 
P rio r  approval from the superior was required before  
perform ing these a c t iv i t i e s .
Comparatively, the D/ADM performed a h igher number of 
a c t iv i t ie s  than the C/CDTM. However, a high proportion  of 
her time was devoted to  'perform ing ad m in is tra tive  work' 
and 'ta k in g  care of the production a r e a '.
Delegation of d u ties  was expected of both the M u lt i-  
Function Managers but, u n lik e  the C/CDTM, i t  appeared to be 
an im portant aspect only of the D/ADM's work. Furthermore, 
the D/ADM also showed some 'in te r e s t '  in  the requirements 
of her s t a f f .  She was observed to be perform ing a c t iv i t ie s  
re la te d  to  'a s s is tin g  s t a f f '  and to be 'a v a ila b le  when 
needed'.
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Table 6.4 (c). Expected And Actual Work Content Of The Multi-Function Manager ----------- ,2 5  (
- C/CDTM
Work activities Mean Sources: Ack(/) % Time
Weight Above (A) Unack(X) Spent on
Of Role Below (B) Activity
Demand*
Organise training programme 8.00 A B / 24.00
Solve key problems 7.00 A B / 3.50
Design and customise training programme 6.00 A / 4.10
Develop staff 6.00 B / 0.00
Allocate available resources effectively 6.00 A / 0.00
involved in people development programmes 6.00 A / 0.00
Improve company’s operations 6.00 A / 12.20
Ensure efficient use of corporate resources 5.70 A / 1.30
Ensure all projects runs according to plan 5.70 A / 9.30
Organise operations of sister company 5.30 A / 0.00
Perform advisory and consultancy role 5.00 A / 2.40
Negotiate on staff behalf 5.00 B 0.40
<eep staff inform on overall company's strategies 5.00 B / 6.30
Treat staff as individual 4.70 B / 0.60
Work as a team with other departments 4.00 A / 11.40
Create friendly environment 4.00 B / 1.50
Provide managerial support 4.00 B / 0.10
Set an example 3.70 B X 0.00
Continue improving unit's performance 3.00 B X 0.00
Coordinate and organise unit activities 3.00 A X 0.00
Evaluate staff performance objectively 3.00 B X 0.00
Assist staff in operational work 3.00 B / 0.00
Share information 2.70 self only X 9.10
Flexible in performing managerial activities 2.70 A / 0.00
Learn and work with experts 2.70 A X 0.00
Delegate activities 2.70 A X 0.30
Ensure that decisions work 2.30 B X 0.00
Always available when needed 2.30 B X 0.00
Facilitate staff 2.30 B X 0.00
Sound planning capabilities 2.00 B X 0.00
Honest and understanding 2.00 B X 0.00
Deal with problems objectively 2.00 B X 0.00
Plan on how to approach sister company 2.00 self only / 0.00
Provide clear and adequate instructions 2.00 B X 3.20
Provide on-job training 2.00 B X 1.30
Increase employee's social responsibilities 2.00 A / 0.00
Gives recognition to job well done 2.00 B X 0.00
Motivate staff 2.00 B X 0.00
Improve the frequency of training 2.00 B X 0.00 i
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Table 6.4 (c). Expected And Actual Work Content Of The Multi-Function Manager
- C/CDTM
Work Activities Mean Sources: Ack(/) % Time
Weight Above (A) Unack Spent on
Of Role Below (B) (X) Activity
Demand*
Identify priority areas to focus 1.70 self only / 0.00
Confident and convincing 1.70 B X 0.00
Assist in human resource development 1.70 B X 0.00
Stand firm on decision made 1.00 B X 0.00
Develop vendor 'Positive incongruence’ 8.70
Evaluate training programme 'Positive incongruence’ 7.50
Attend meetings 'Positive incongruence’ 15.00
Ensure adequate equipment 'Positive incongruence’ 16.00
Personal 'Positive incongruence’ 4.00
* maximum value = 9
Table 6.4 (d) Expected and Actual Work Content of the Multi-Function Manager -
- D/ADM
Work activities Mean Sources: Ack(/) % Time
Weight Above (A) Unack Spent on
Of Role Below (B) (X) Activity
Demand*
Handle all matters related to personnel issues 8.30 A B / 2.00
Monitor staff performance 7.30 A B / 2.00
Identify and solve problems 6.70 A B / 4.00
Plan staffing 6.00 A / 2.60
Ensure security of premises 6.00 A / 3.20
Ensure discipline among employees 6.00 A / 2.80
Recommend staff promotion 6.00 B / 1.70
Recruit, select and retain staff 6.00 A / 0.00
Create friendly environment 6.00 A B / 1.40
Perform administrative work 6.00 A / 28.40
Take care of housekeeping of the production 6.00 A / 14.20
Handle issues related to company's canteen 6.00 A / 1.50
Approve requisition 5.70 A / 2.30
Handle employees grievances 5.70 B 0.00
Provide on-job training 5.70 B / 0.20
Approve requisition of equipment 5.00 A / 1.50
Organise company's activities 5.00 A / 1.00
Delegate activities 5.00 A f 9.00
Recruit personnel at subsidiary level 5.00 A / 3.30
Assist staff in operational work 4.30 B / 5.30
Negotiate with labour union 4.00 A 1 0.00
Always available when needed 3.70 B 0.60
Dev. working relationship with govt, officers 3.70 A / 2.40
Work as a team 3.30 B / 0.00
Determine staff salary scale 3.00 A f 1.30
Handle and minimise conflicts among staff 3.00 B I 0.00
Assist colleagues 2.70 Self only 1 2.50
Control wastage 2.30 A X 1.30
Honest and understanding 2.00 B X 0.00
Maintain company’s corporate image 2.00 A X 2.40
Stand firm on decision made 2.00 B X 0.00
Develop staff 2.00 B X 0.20
Motivate staff 2.00 B X 0.00
Share information 2.00 self only f 3.60
Gives recognition to job well done 1.70 B X 0.00
Negotiate on staff behalf 1.30 B X 0.00
Involve in ad hoc project 1.00 A X 0.00
Table 6.4(d) Expected And Actual Work Content Of The Multi-Function Manager
- D/ADM
Work Activities Mean Sources: Ack(/) % Time
Weight Above (A) Unack Spent on
Of Role Beiow (B) (X) Activity
Demand*
Organise subsidiary's operations 4.30 A / 5.10
Take care of company’s property 'Positive incongruence’ 2.20
Develop vendor 'Positive incongruence’ 1.30
Provide advice 'Positive incongruence’ 1.50
Pay Canteen Manager on expenses incurred 'Positive incongruence’ 1.60
Ensure adequate equipment 'Positive incongruence’ 5.10
Maintenance equipment 'Positive incongruence’ 3.20
Personal 'Positive incongruence’ 0.50
* Maximum value = 9
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S im ila r  to  the C/CDTM, the D/ADM was also expected to take 
care of company s u b s id ia ries  - 'organise subsid iary  
operations' and 'r e c r u it  personnel fo r  s u b s id ia ry '. 
However, the main d iffe re n c e  was th a t w hile  the C/CDTM was 
involved in  improving the performance of the parent 
company's s u b s id ia rie s , the D/ADM was occupied w ith  the 
a d m in is tra tive  aspect.
The D/ADM performed several a c t iv i t ie s  not expected of her 
but, as w ith  the C/CDTM, w ith in  her job fu n ctio n . Three of 
the a c t iv i t ie s  - 'develop v e n d o r', 'ensure adequate 
equipment' and 'm ain ta in  equipment' - were re la te d  to the 
ad m in is tra tio n  of one of the su b s id ia ries , w h ils t the 
remaining were re la te d  to  other aspects of her 
re s p o n s ib ility . Though the a c t iv i t ie s  were confined w ith in  
her area of re s p o n s ib ility , in  contrast to  the C/CDTM, she 
did not need p r io r  consent from her superior in  
adm in istering  them.
The D/ADM also e x h ib ite d  a h igher degree of responsiveness 
to  the expectations from 'above' than 'below' . In  her 
o rgan isatio n , job descrip tion s  were absent fo r  those 
holding managerial p o s itio n s . Thus, most of the work done 
was m ainly in  response to  in s tru c tio n  from superio r(s ) 
and/or her conception of her job .
In  sum, both managers acknowledged more of the expectations  
from 'above' than those from 'below' and performed most of 
the im portant aspects of th e ir  ro le  demands. However, in  
perform ing a c t iv i t ie s  not expected of them, but s t i l l  
w ith in  th e ir  areas of re s p o n s ib ilit ie s , the D/ADM had more 
autonomy over those a c t iv i t ie s  as compared to  the C/CDTM.
6.4.4 SUMMARY
In  a l l  the four cases, there  appeared to  be high  
s e n s it iv ity  to  the expectations from 'abo ve ', i . e .  from
senior managers, as compared to those emanating from 
'b e lo w ', i . e .  from subordinates. Nevertheless, the 
managers were observed to  perform most of the a c t iv i t ie s  
regarded as im portant by members of th e ir  r o le -s e t .  There 
appeared, however, to  be no d ire c t  c o rre la tio n  between the 
amount of time devoted by the managers to  the a c t iv i t ie s  
and the degree of importance others a ttach  to  them. Some 
of the im portant a c t iv i t ie s  were given l i t t l e  time by the 
managers, w h ils t the some less important ones had a lo t  of 
time spent on them by the managers.
The A/OPM acknowledged the most number of a c t iv i t ie s  
expected of him, w h ils t the B/ERM performed the most number 
of a c t iv i t ie s  which were not expected of him. The 
in i t i a t i v e  portrayed in  h is  behaviour may be lin ke d  to the 
c u ltu re  in  h is  o rgan isatio n  which encourages people 
p a r t ic ip a t io n . However, to  a la rg e  ex ten t, the managers 
were merely a c tiv a t in g  standard ru les  and procedures (as in  
the case of the A/OPM and B/ERM), company tra d it io n s ,  
superio rs ' d ire c tiv e s  and/or own experience (as in  the case 
of the C/CDTM and the D/ADM) . This explains the high 
s e n s it iv ity  or acknowledgement on the p a rt of the managers 
to  ro le  demands from th e ir  superiors as compared to th e ir  
subordinates.
The managers also devoted a high proportion  of th e ir  time 
to  teamwork, w ith  the exception of the D/ADM who, instead  
of achieving her task through teamwork, volunteered to  
a s s is t colleagues w ith  th e ir  tasks (w r itin g  l e t t e r  or 
e d it in g  management performance reports) . In  other words, 
r e la t iv e  to  the o th er type of managers, she was a 's o lo ' or 
a 'lo n e r ' ra th e r  than a 'hub' or 'v e r b a l is t '  (Dubin and 
Spray, 1964; Stew art, 1976).
D elegation  and supervision of s ta f f  a c t iv i t ie s  were the 
le a s t expected of and performed by the B/ERM. This might 
be re la te d  to  the number o f subordinates under him as w e ll
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as the w e ll estab lished  job descrip tions fo r  each and every 
member of h is  o rg an isa tio n .
The time devoted to  a tten d ing  formal meetings were high fo r  
both the A/OPM and C/CDTM, but low or absent in  the case of 
the B/ERM and D/ADM re s p e c tiv e ly .
The above v a ria tio n s  in  the ro le  performance of the
managers in  re la t io n  to  the ro le  expectations provide no 
c le a r l in k  w ith  the fu n c tio n a l s p e c ia lis a tio n  of the
managers.
The find ings in  the preceding sections only report on the 
actua l work of the four managers w ithout any reference to  
the forms of the organ isa tio n  which employed them. The 
next section  w i l l  examine the re la tio n s h ip  between what 
managers a c tu a lly  do and the forms of the organ isation .
6.5 ROLE PERFORMANCE AND FORMS OF ORGANISATIONS
This section explores the issues of whether v a ria tio n s  in
the actu a l ro le  performance of the four managers were 
lin ke d  to the s tru c tu re  of the organ isation  which employed 
them.
To th is  end, analysis  of the s im ila r it ie s  and d ifferen ces  
between the actu a l performance of the managers w i l l  be 
c a rrie d  out on two sets o f managers:
1 . between managers in  the c e n tra lis e d  and decentra lised  
e le c tro n ic s  companies ( i . e .  the A/OPM and the B/ERM)
2 . between the managers in  the c e n tra lis e d  and 
decen tra lised  apparel companies ( i . e .  the C/CDTM and 
the D/ADM).
Since the former group comprises jobs which are not 
comparable, the focus of comparison w i l l  be on the l in k
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between expected and actu a l work a c t iv i t ie s  ra th e r  than on 
the emphasis of s p e c ific  a c t iv i t ie s .  Conversely, the focus 
fo r  the second comparison w i l l  include the nature and 
emphasis of th e ir  work, as w e ll as the re la tio n s h ip  between 
expected and actual work a c t iv i t ie s .
6.5.1 Role Performance of the A/OPM and B/ERM
As Tables 6 .4 (a ) and 6 .4 (b ) have shown, the two managers 
d i f f e r  considerably in  terms of the re la tio n s h ip  between 
the expected and ac tu a l performance of th e ir  ro le s . 
However, they are s im ila r  in  two ways. F ir s t ,  most of the 
a c t iv i t ie s  expected of the managers in  Company A and 
Company B were broad, re s u lt-o r ie n te d  and n o n -q u a n tif ia b le . 
Expectations on how to achieve those re s u lts  were not 
emphasised by th e ir  resp ective  r o le -s e t .  In d ire c t ly , the 
performance of the managers were measured more by th e ir  
a b i l i t ie s  to achieve desired re s u lts  ra th e r  than the means 
of achieving those r e s u lts . The other common featu re  of 
the managers was th a t they both exh ib ite d  a high degree of 
s e n s it iv ity  to what they were expected to  do, p a r t ic u la r ly  
to  most of the im portant ro le  demands made on them.
In  contrast to the B/ERM, the A/OPM was more concerned in  
meeting expectations from 'above' than 'b e lo w '. The 
a v a i la b i l i t y  of a w r it te n  job descrip tions fo r  the A/OPM's 
job enabled him to be aware of h is  re s p o n s ib ilit ie s  and 
degree of a u th o rity  attached to  h is  p o s itio n . Further, in  
a company which p ra c tic e s  the p r in c ip le  of h ierarchy, the 
A/OPM received d ire c tiv e s  from only one superior and was 
only responsible fo r  the performance of the u n it  under his  
c o n tro l. These c h a ra c te r is tic s  provided him w ith  a c le a re r  
idea of the expectations from 'above' , and th is  may have 
produced g re a te r s e n s it iv ity  to  those expectations in  terms 
of h is  behaviour.
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However, expectations from 'below' were m ainly im p lic it ly
communicated. As shown in  Chapter F ive, though the company 
encourages p a r t ic ip a t iv e  decision-m aking, con tribu tions  
from 'below' were hard ly  encouraging. Through inform al 
communication, the A/OPM claimed th a t he had to  adjust the 
way he managed h is  u n it  to  accommodate the 'non­
communicated' expectations of h is  subordinates, based on 
how he perceived them to be. In  other words, expectations  
from 'below' were based more on the A/OPM's perceptions  
ra th e r than e x p l ic i t ly  communicated expectations w h ils t  
those from 'above' were more e x p l ic i t ly  s ta ted .
The s itu a tio n  was d if fe r e n t  fo r  the manager working in  the 
d ecen tra lised  Clan o rg an isa tio n . The B/ERM acknowledged an 
approxim ately equal number of expectations from 'above' and 
'b e lo w '. Expectations from 'above' were communicated 
through a w e ll w r it te n  job d escrip tio n  and d ire c tiv e s  from 
above. Expectations from 'below' were also e x p l ic i t ly  
communicated through various communication mechanisms made 
a v a ila b le  by the organ isa tio n  and also through a high le v e l  
of la te r a l ,  in form al communication which was made possible  
under a d ecen tra lised  decision-m aking system. Furthermore, 
the d ecen tra lised  nature of decision-m aking rendered each 
employee an opportun ity  to  'manage' themselves, to  the  
extent th a t he/she had f u l l  a u th o rity  and re s p o n s ib ility  
fo r  the actions and/or decisions taken w ith  respect to  
h is /h e r  jo b . This made i t  d es irab le  fo r  an in d iv id u a l to  
'v o ic e ' out h is /h e r  opinions, ideas or expectations as 
e x p l ic i t ly  as p o ss ib le . Follow ing th is , the re la tio n s h ip  
among members of the organ isatio n  was not lim ite d  to the 
purpose of achieving a desired  end but necessitated  by an 
o b lig a tio n  to  recognise each o th e r 's  con tribu tio ns  to  the 
company's o v e ra ll performance, regardless of rank.
The d ecen tra lised  'C lan ' o rgan isation  in  Company B focused 
more on actions which encouraged experim entation on the 
p a rt of i t s  employees, provid ing  a high degree of 
f l e x i b i l i t y  in  job re s p o n s ib ility . Thus the work
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performance of the B/ERM, u n like  the A/OPM, was not 
confined w ith in  a defined area of re s p o n s ib ility . The 
B/ERM was observed to  be perform ing more a c t iv i t ie s  which 
were not expected of him but which were in i t ia te d  by him. 
Although the A/OPM was observed to perform a number of 
a c t iv i t ie s  not expected of him, those a c t iv i t ie s  were, in  
contrast to  the B/ERM, necessary in  reac tin g  to and 
complying w ith  h is  ro le  expectations ra th e r than in i t ia t in g  
them.
In  summary, the nature of the re la tio n s h ip  between expected 
and actual ro le  performance between the two managers 
working in  the c e n tra lis e d  and decen tra lised  Clan forms of 
e le c tro n ic  companies d i f f e r  in  two im portant respects - in  
th e ir  le v e l of acknowledgement in  terms of expectations  
from 'above' and 'b e lo w ', and in  the f l e x i b i l i t y  involved  
in  performing th e ir  work.
6.5.2 Role Performance of the C/CDTM and D/ADM
The actual performance o f the two M u lti-F u n ctio n  Managers 
have been shown to d i f f e r  in  a l l  the three  areas under 
examination in  th is  chapter, both in  the nature and 
emphasis of the work performed. Comparison of Tables
6 .4 (c ) and 6 .4 (d ) shows v a ria tio n s  in  the l in k  between 
expected and actual performance between the two M u lt i­
function  managers.
The two managers e x h ib ite d  a d if fe r e n t  time a llo c a tio n  
between d if fe r e n t  areas of work content. Concern w ith  the 
o v e ra ll performance of the company and the management of 
s ta f f  were high or moderate in  terms of tim e spent by the 
C/CDTM w h ils t e ith e r  moderate or l i t t l e  time was spent in  
managing in form ation  and general work o p era tio n s . In  sharp 
con trast, the management of work operations took up the 
greates t amount of the D/ADM's tim e. The D/ADM spent only 
moderate or l i t t l e  time on s ta f f  management, general
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p e r f o r m a n c e  and  e x c h a n g i n g  i n f o r m a t i o n .
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Further, the two M u lti-F u n c tio n  managers also d if fe re d  in  
th e ir  emphasis. The C/CDTM gave more emphasis to  improving 
the various aspects of h is  work content, w h ils t the D/ADM, 
on the o ther hand, focused more on the adm in is tra tio n  of 
e x is tin g  areas of work re s p o n s ib ility .
V a ria tio n s  in  the time a llo c a tio n  between d if fe r e n t  areas 
of work content and the emphasis given to each area, were 
fu r th e r  re f le c te d  in  divergences in  the nature of the 
a c t iv i t ie s  involved in  th e ir  work, as in d ica ted  e a r l ie r  in  
the chapter.
The two managers also exh ib ited  a high degree of divergence 
in  how they performed th e ir  work. The C/CDTM displayed a 
high degree of in te ra c tio n  w ith  other people, w ith  l i t t l e  
paperwork and physical work. Conversely, the D/ADM spent 
fewer hours in te ra c t in g  w ith  other people but more on
paperwork.
The media used by the two managers in  d ire c t  communication 
also d if fe re d  g re a tly . The D/ADM spent more time on
unscheduled meetings but less in  scheduled meetings w h ils t  
the C/CDTM a llo c a te d  a moderate amount of time to both 
types of meetings. Though both spent l i t t l e  time on the 
telephone, the D/ADM spent r e la t iv e ly  more time on
telephone c a lls  than the C/CDTM.
In  terms of lo c a tio n  of work, desk work took up a lo t  of 
time fo r  the D/ADM but only moderate amounts fo r  the
C/CDTM.
In te re s t in g ly , the l in k  between the expected and the actual 
ro le  performance of the two managers do not d i f f e r  as much 
as the content and forms of th e ir  work. Both e xh ib ited  a 
high degree of s e n s it iv ity  to  the more im portant aspect of
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th e ir  work expectations. S im ila r ly , they were also  
observed to acknowledged most of the expectations  
o rig in a tin g  from 'above' than 'b e lo w '. As job descrip tions  
fo r  the managers in  both companies were absent, th e ir  area 
of re s p o n s ib ilit ie s  were based more on d ire c tiv e s  and 
company tra d it io n s .
However, the two managers d if fe re d  in  the f l e x i b i l i t y  
involved in  perform ing th e ir  work. The C/CDTM's work was 
performed w ith in  boundaries set by the d ire c tiv e s  from h is  
superiors . The high p rop ortio n  of time spent on a c t iv i t ie s  
not expected of him, such as those re la te d  to  'developing  
vendor', 'e v a lu a tin g  tra in in g  programme' and 'ensuring  
adequate equipm ent', were s t i l l  w ith in  the defined area of 
re s p o n s ib ility , i . e .  improving company o p e ra tio n s ', where 
p r io r  approval from the superiors was required  before he 
performed them.
The D/ADM also had to  work w ith in  areas defined by her 
superio r. However, because of the decen tra lised  d ec is io n ­
making system in  her o rgan isatio n , she was not required  to  
get p r io r  approval from her superior in  perform ing these 
a c t iv i t ie s .  As long as the a c t iv i t ie s  were w ith in  the 
broad area of her re s p o n s ib ility , she had f u l l  autonomy in  
carry ing  them o u t.
In  sum, the evidence reported  d iffe ren c e s  in  areas of work 
between the two M u lti-F u n c tio n  Managers, p a r t ic u la r ly  
d is tr ib u t io n  of tim e between d if fe r e n t  areas of work 
content and forms of th e ir  workweek p a tte rn  but there were 
fewer v a r ia tio n s  as fa r  as the re la tio n s h ip  between the 
actu a l and expected ro le  performance is  concerned.
6.5.3 Summary
The data obtained do not perm it a common comparison to be 
conducted across a l l  the fou r managers in  exp loring  the
impact of d if fe r e n t  forms of organ isation  on management 
p ra c tic e s . Instead, based on the c la s s if ic a tio n s  of the 
jobs of the four managers, two sets of comparisons were 
necessary.
The f i r s t  set of comparisons, i . e .  between the A/OPM and 
the B/ERM, was only appropria te  in  terms of the l in k  
between expected and actu a l work management, because the  
jobs, themselves were d i f fe r e n t .  The manager working in  
the more decen tra lised  o rgan isatio n  (the B/ERM) appeared to  
have more con tro l over h is  work and acknowledged an equal 
number of expectations o r ig in a tin g  from 'above' and 
'b e lo w ', w h ils t the manager working in  the more cen tra lise d  
organ isation  (the A/OPM) worked w ith in  a defined area of 
re s p o n s ib ilit ie s  and was more s e n s itive  to  expectations  
from 'above' than 'b e lo w '.
The second comparative an a lys is , however, because i t  was 
between managers perform ing comparable jobs, could 
ju s t i f ia b ly  consider v a r ia t io n s  in  terms of what they d id , 
how they d id  i t  and the re la tio n s h ip  between expected and 
actu a l ro le  performance.
In  terms of what they d id , i t  appeared th a t the actual work 
of the manager in  the more c e n tra lis e d  organ isation  ( i . e .  
the C/CDTM) d if fe re d  from h is  counterpart in  the more 
d ecen tra lised  o rgan isation  ( i . e .  the D/ADM), p a r t ic u la r ly  
in  the proportion  of time spent in  d if fe r e n t  areas of work 
co n ten t. The former was more concerned w ith  m aintain ing  
and improving o v e ra ll performance, s ta f f  development, 
m ainta in ing in form ation  and development of equipment w h ils t  
the l a t t e r  focused more on the a d m in is tra tio n  of general 
work, the a d m in is tra tio n  of premises and m a te ria ls . 
A d d itio n a lly , the D/ADM also re ta in ed  some ownership of 
business functions, such as approve m a te ria l re q u is it io n  
and determine s ta f f  s a la ry  sca le , which the C/CDTM, in  the 
c e n tra lis e d  o rgan isatio n , d id  not have. The D/ADM also
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t o o k  c a r e  o f  f i n a n c i a l  m a t t e r s .
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The ways in  which the two managers c a rr ie d  out th e ir  work 
also d if fe re d . The C/CDTM spent more time l ia is in g  w ith  
other people and in  scheduled meetings and work outside h is  
premises. The D/ADM, on the other hand, was more occupied 
w ith  paperwork and physical work than in te ra c tin g  w ith  
others; engaged more in  unscheduled meetings, telephone 
c a lls  and worked more in  her o ff ic e  than anywhere e lse  
w ith in  her company's premises.
In  terms of the re la tio n s h ip  between expected and actu a l 
ro le  performance, the only main d iffe re n c e  was th a t the  
D/ADM- had more con tro l over her work. She was able to  
i n i t i a t e  and execute a c t iv i t ie s  not expected of her but 
which she perceived to  be necessary in  g e ttin g  the job  
done. The C/CDTM, in  co n tras t, merely reacted and complied 
w ith  those a c t iv i t ie s  which were w ith in  the defined area of 
his  re s p o n s ib ility .
6.6 CONCLUSION
The evidence reported in  th is  chapter is  based on 
stru ctu red  observation of four managers from three  
d if fe r e n t  types of job c la s s if ic a tio n s  from the four  
p a r t ic ip a t in g  companies - the Line Manager of Company A 
(the A/OPM), the Personnel Manager of Company B (the B/ERM) 
and the M u lti-F u n c tio n  Managers of Company C and Company D 
(the C/CDTM and the D/ADM).
The data c o lle c te d  were analysed in  terms of the actua l 
areas of work content involved in  each job type, the forms 
and the re la tio n s h ip  between ro le  expectations and ro le  
performance. In  a l l  cases, percentage tim e spent was used 
as a crude measure of the importance attached to the  
a c t iv i t y  performed.
1. The managers e x h ib ite d  v a ria tio n s  in  the amount of 
workload th a t they performed in  a week, as w e ll as in  
what they a c tu a lly  d id  ( th e ir  work content) . The Line 
Manager spent the most time perform ing a c t iv i t ie s  
re la te d  to  the a d m in is tra tio n  of general operations, 
q u a lity  of product, customer and in form ation ; the 
Personnel Manager devoted the most time to the 
a d m in is tra tio n  of s ta f f  and s e lf ;  the M u lti-F u n ctio n  
Manager of Company C showed the most concern fo r  
m ainta in ing and improving h is  company's performance, 
the development of vendor or su p p lie r and the 
ad m in is tra tio n  of in form ation  w h ils t the M u lt i-  
Function Manager of Company D spent the highest 
proportion  of tim e in te ra c t in g  w ith  other ex tern a l 
contacts, and the ad m in is tra tio n  of her company's (and 
one of the s u b s id ia r ie s ' s) premises and m a te ria ls . 
Despite such d iffe re n c e s , a l l  the managers were more 
concerned w ith  adm in istering , ra th e r  than developing, 
aspects of th e ir  jobs. Although the M u lti-F u n ctio n  
Manager of Company C was involved in  improving the 
o v e ra ll operations and looking fo r  new vendors, these 
a c t iv i t ie s  were expected of him ra th e r  than being an 
i n i t i a t i v e  on h is  p a r t .  A d d itio n a lly , the m a jo rity  of 
the a c t iv i t ie s  performed by the managers were ro u tin e .
2. What the managers a c tu a lly  d id  and how they d id  i t  
appeared to  be c lo s e ly  lin k e d . The bulk of the 
managers' working time was spent in te ra c tin g  w ith  
other people w ith  the exception of the M u lti-F u n ctio n  
Manager of Company D who appeared to  spend r e la t iv e ly  
more time on 'p a p e r- ' and 'p h y s ic a l' work.
3. Although, in  gen era l, these managers were engaged in  
much verb a l communication w ith  members of th e ir  own 
o rgan isatio n , the demands th a t re la tio n s h ip s  made upon
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the managers d if fe re d . The Line Manager p r im a r ily  
in te ra c te d  w ith  h is  subordinates fo r  the purpose of 
delegating , coord inating  and ensuring operations run 
according to  p lan ; the Personnel Manager in te ra c te d  
w ith  members of the o rgan isation  in  ensuring th a t they 
were s a t is f ie d  w ith  the conditions of th e ir  work; the 
M u lti- fu n c tio n  Manager of Company C in te ra c te d  mostly 
w ith  managers a t the same le v e l fo r  the purpose of 
s o lic i t in g  necessary in form ation  e s se n tia l in  
improving the company's o v e ra ll performance and in  
designing and organising s ta f f  t ra in in g  programmes, 
w h ils t the M u lt i- fu n c tio n  Manager of Company D 
in te ra c te d  w ith  p la n t managers of the company 
su b s id ia ries  m ainly fo r  ad m in is tra tiv e  reasons.
4. In  a l l  cases, the managers seemed to  perform the more 
su b s tan tia l aspects of th e ir  ro le  expectations. 
Furthermore, the managers also exh ib ited  higher 
responsiveness to  the expectations of th e ir  superiors  
than those of th e ir  subordinates. Moreover, since the 
managers acknowledged most of the im portant aspects of 
th e ir  ro les , the fo u r managers were very much doing 
what th e ir  resp ective  jobs req u ired .
5. There are s im ila r it ie s  and d iffe ren ces  between 
d if fe r e n t  job c la s s if ic a t io n s . G enera lly , the work of 
the Line Manager appeared to share a lo t  of common 
c h a ra c te r is tic s  w ith  those of the Personnel Manager. 
However, both ex h ib ited  d iffe ren c es  of emphasis. On 
the other hand, the study reported many d ifferen ces  
between the work of the two M u lti-F u n c tio n  Managers, 
both in  terms of the nature and the emphasis of work 
performed.
6 . The impact of d if fe r e n t  forms of organ isation  on the 
management p ra c tic es  of the four managers appeared to  
be most pronounced in  two areas. F ir s t ,  the managers
in  the d ecen tra lised  organisations indeed had more 
freedom w ith in  which they do th e ir  work; second, 
between the C/CDTM and D/ADM, there were d iffe ren ces  
in  the amount of time devoted to  various aspects of 
work content and the d if fe r e n t  forms w ith in  which the 
managers performed th e ir  work.
In  the next chapter, the d if fe r e n t  strands of the study 
w i l l  be brought together in  an examination of the o v e ra ll 
re la tio n s h ip  between forms of o rgan isatio n , ro le  
expectations and managerial work a c t iv i t ie s .
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7.0 ORGANISATIONAL STRUCTURE AND THE NATURE OF MANAGERIAL 
WORK: A SYNTHESIS OF THE EVIDENCE
The o r ig in a l o b je c tive  of th is  study was to  understand how 
fa r  and in  what ways m anagerial jobs as co n stitu ted  and 
managerial work as p ra c tise d  are in fluenced by the forms of 
organ isation  in  which they are located . The purpose of 
th is  chapter is  to  review  progress against th is  g o a l. In  
the attem pt to  do so, we w i l l  approach i t  in  two ways: (1)
to te s t  the v a l id i t y  of hypotheses developed by Hales 
(1989) against the evidence gathered in  th is  study and (2) 
to  develop new hypotheses about organisation-m anageria l 
work lin k s , where necessary.
This chapter begins w ith  the general find ings on managerial 
jobs (from Chapter Five) and managerial work as p rac tised  
(from Chapter S ix ) , w ith  spec ia l a tte n tio n  given to the 
s im ila r it ie s  and d iffe re n c e s  between the d if fe r e n t  jobs 
c la s s if ic a t io n s . Section 7.2 reviews the major featu res  of 
the p a r t ic ip a t in g  organisations w ith  the aim of te s tin g  
Hales' hypotheses w h ils t sections 7.3 and 7 .4  examine on 
comparable jobs in  d if fe r e n t  organisations in  terms of the 
jobs expectations and jobs performance, re s p e c tiv e ly . The 
chapter concludes w ith  key fin d in gs  of the present study 
and the development of hypotheses fo r  fu tu re  te s tin g .
7.1 GENERAL FINDINGS
Chapter Five examined the expectations of others on the  
jobs of the managers, p a r t ic u la r ly  on the degree of 
importance given to  d if fe r e n t  aspects of th e ir  jobs, w h ils t  
Chapter S ix discussed the ac tu a l work of the managers. In  
other words, the two chapters provide d e ta ile d  descrip tions
CHAPTER SEVEN
The fin d in gs  showed th a t there  were s lig h t  d iffe re n c e s  in  
the content of m anagerial jobs between d if fe r e n t  types of 
jobs but s ig n if ic a n t  d iffe re n ce s  between managers 
perform ing broadly s im ila r  job types but in  d if fe r e n t  forms 
of o rgan isations. The same p a tte rn  was observed in  the  
actu a l work of the managers. Managers in  s im ila r  types of 
o rg an isa tio n a l s tru c tu re  appeared to perform r e la t iv e ly  
s im ila r  types of a c t iv i t ie s  as compared to th e ir  
counterparts in  d if fe r e n t  types of s tru c tu re .
7.1.1 Managerial jobs as constituted
T h irte e n  broad areas of the job content of the managers 
were id e n t if ie d , derived  from the aggregate expectations of 
the mangers' r o le -s e t .  When the areas were fu r th e r  re fin e d  
(where s p e c ific  demands in  each area were d if fe r e n t ia te d  in  
terms of 'a d m in is tra tio n ' and 'developm ent'), the outcome 
was twenty-one s p e c if ic  areas. (See Figure 7 .1 .)
S tru c tu ra lly , the d if fe r e n t  jobs seemed to be involved in  
s im ila r  areas of work content. The managers were expected 
to  adm inister work, in te ra c t  w ith  people outside th e ir  
o rgan isatio n , s ta f f ,  exchange general in form ation , finance  
and s e lf  a d m in is tra tio n . They were also expected to  be 
concerned in  m atters re la te d  to s ta f f  and s e lf  development.
268
o f  t h e  n a t u r e  o f  m a n a g e r i a l  w ork  i n  M a l a y s i a n  o r g a n i s a t i o n .
Fi
gu
re
 
7.1
 
El
em
en
ts
 
of 
di
ffe
re
nt
 m
an
ag
er
ia
l j
ob
s
2 6 9
■ 
LM 
□ 
PE
R 
□ 
SP
 
■ 
M
LF
2 7 0
In  a l l  job types, the a d m in is tra tio n  o f s ta f f  appeared to  
be the most im portant aspect of managerial jobs. This 
fin d in g  supports those o f previous s tud ies . According to
Watson (1994), when conducting a case study of a
telecommunication company, managers were very concerned 
about th e ir  s ta f f  as w e ll as the performance of th e ir  
departments. Further, Luthans e t a l . (1988) in d ica ted  th a t  
e f fe c t iv e  managers placed emphasis on the management of 
human resources. Hales (1987), in  h is  study of managers in  
the h o s p ita lity  in d u s try , a lso reported th a t ad m in is tra tio n  
of s ta f f  was one of the most s ig n if ic a n t  aspects of the 
managerial jo b . Thus, a t th is  stage, we can conclude th a t  
s ta f f  ad m in is tra tio n  is  an im portant element of managerial 
work in  the m anufacturing and h o s p ita l i ty  in d u s trie s  as
w e ll as c h arac te ris in g  the work of e f fe c t iv e  managers.
The other areas of importance in  d if fe r e n t  types of job  
were general a d m in is tra tio n  of work, fo llow ed by s e lf  
a d m in is tra tio n . However, in  these three  areas, s p e c if ic  
expectations d if fe re d .
Expectations of le s s e r importance, included in te ra c tin g  
w ith  members of o ther o rgan isations, inc lu d in g  customers 
and vendors/ s u p p lie rs . Managers were expected to  place
emphasis on members w ith in  the same organ isations, which 
included s u b s id ia rie s , s is te r  companies and those a t HQ, 
suggesting th a t they were expected to be more concerned 
w ith  the needs and requirements of members of th e ir  own 
organisations than w ith  the needs and requirements of 
ou ts id ers . A m a jo rity  o f the in te ra c tio n s  were work 
re la te d  ra th e r  than fo r  s o c ia l is in g /p o lit ic k in g  (Luthans e t  
a l .,  1985, 1988) .
Another s im ila r ity  amongst the d if fe r e n t  types of jobs was 
th a t the managers were expected to reac t to  events ra th e r  
than i n i t i a t e  a c t iv i t ie s .  This fin d in g  supports e a r l ie r  
descrip tion s  of managers passive and of much o f what they
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do were reac tin g  to curren t issues. What the managers were 
doing was p r in c ip a lly  what they were supposed to be doing,
i . e .  they were expected to  'manage' the present and the  
known ra th e r  than be involved in  the fu tu re  and the unknown 
(Hales, 1986). The fin d in gs  of th is  study agreed w ith  
those of Hannaway (1989) who found th a t one of the two 
dominant c h a ra c te r is tic s  in  managerial behaviour was 
rea c tin g  to s itu a t io n a l demands.
F urther, the managers, in  varying degrees, were expected to  
be concerned w ith  m atters e x te rn a l to  th e ir  u n its  but s t i l l  
w ith in  th e ir  main fu n c tio n s . LM were expected to  
coordinate th e ir  a c t iv it ie s /g o a ls /s tr a te g ie s  w ith  those of 
th e ir  organisations-, HQ and s is te r  companies, w h ils t the 
PER were expected to  m onitor personnel re la te d  issues at 
subsid iary  le v e l and the labour unions. Meanwhile, SP were 
to place emphasis on the q u a lity  of serv ice/product 
rendered to customers. MLF were concerned w ith  a l l  aspects 
of side services re la te d  to the physical aspects of 
m anufacturing.
The d if fe r e n t  jobs d if fe re d  in  more ways than they were 
s im ila r . M atters re la te d  to the development of customers 
and finance, as w e ll as the adm in is tra tio n  of m ate ria ls  
were absent in  the job of the LM, w h ils t the ad m in is tra tio n  
of equipment and m a te ria ls  seemed to  be absent in  the job  
of the SP. MLF were not expected to handle m atters re la te d  
to  development aspects of general op era tion a l work, 
customers, vendors/suppliers  and finance. The PER, 
conversely, were not expected to  handle a number of areas, 
inc lu d in g  those concerning o v e ra ll performance, maintenance 
of q u a lity  of serv ice /p ro d u ct, the management of customers, 
vendors/ sup p liers , premises, equipment and m a te ria ls , 
besides developing general work and finance.
M ain ta in ing  the o v e ra ll performance and q u a lity  of s e rv ic e / 
product were the rem aining areas of importance to  the LM,
w h ils t the ad m in is tra tio n  of s e lf  and conveying general 
in form ation were im portant to  the PER. The MLF were 
expected to give more a tte n tio n  to the ad m in is tra tio n  of 
m a te ria ls . The MLF were required  to handle more issues 
re la te d  to the physical aspect of th e ir  jobs as compared to  
the other types of jobs. For the SP, besides the 
adm in is tra tion  of s ta f f  and general work, the weight 
attached to remaining areas was low. Nevertheless, the SP 
were expected to take care of customers, vendors/suppliers  
and finance more than the o ther type of jobs.
Although the d if fe r e n t  types of managers were expected to  
perform s im ila r  areas of work, s p e c ific  demands on th e ir  
jobs d if fe re d . For instance, in  the ad m in is tra tio n  of 
s ta f f ,  s p e c ific  emphasis v a rie d  g re a tly  between the PER and 
the other types of managers. The PER were expected to be 
involved in  r e la t iv e ly  more problem atic areas (such as 
handling w ith  employees grievances, provid ing counselling  
and handling s ta f f  te rm in atio n ) than in  ro u tin e  m atters. 
On the other hand, the o ther types of managers were 
expected to take care of the ro u tin e  aspects of s ta f f in g ,  
among other, p lan s ta f f in g , s ta f f  recruitm ent and 
s e le c tio n , retainm ent of s t a f f ,  de legation  of du ties  and 
supervision of u n it  under co n tro l. A d d itio n a lly ,
a c t iv i t ie s  re la te d  to  s ta f f  personal in te re s t and 
development were h ig h ly  expected of the PER than the other 
types of managers.
S im ila r ly , w ith  respect to  s p e c ific  demands re la t in g  to the 
adm in is tra tion  of general work, demands converged in  few 
areas. A l l  the jobs were s tro n g ly  expected to  be concerned 
w ith  id e n tify in g  and solv ing  problems, performing  
a d m in is tra tiv e  work and to  work as a team w ith  other 
departments. However, they d if fe re d  g re a tly  in  most areas, 
p a r t ic u la r  those r e la t in g  to decision-m aking, taking  care 
of sub s id iaries  and the frequency of involvement in  making 
l in e  to u r.
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In  sum, the d if fe r e n t  types of job diverged in  most areas, 
p a r t ic u la r ly  in  terms of degree of importance and emphasis. 
Even in  areas where they shared some s im ila r it ie s ,  such 
s im ila r it ie s  were only a t  the aggregate ra th e r  than a t the 
s p e c ific  le v e l .
W ith in  s im ila r  types of jobs
Figures 7 .2 , 7 .3 , 7 .4  and 7.5  show the s tru c tu ra l
s im ila r it ie s  and d iffe re n c e s  between managers performing  
broadly s im ila r  jobs.
i .  The LM. Figure 7 .2  shows th a t jobs of the two LM 
( i . e .  A/OPM and the B/PM) can be seen to converge in  most 
areas, p a r t ic u la r ly  in  m ain ta in ing  performance and general 
a d m in is tra tio n  of work. However, the degree of importance 
and emphasis given to the d if fe r e n t  aspects of th e ir  job 
d if fe re d  v a s tly . The ad m in is tra tio n  of s ta f f  was a key 
element in  the job of the A/OPM but, moderate in  
m aintain ing performance, general ad m in is tra tio n  of work and 
a tte n tio n  given to  q u a lity  of se rv ice /p ro d u ct. On the 
other hand, there  was no key element in  the job of the 
B/PM. He was expected to  g ive moderate a tte n tio n  to  
m aintain ing performance, general ad m in is tra tio n  of work and 
s t a f f .  Further, w h ils t the A/OPM was expected to  give some 
a tte n tio n  to a c t iv i t ie s  re la te d  to premises and equipment, 
such expectation were absent in  the job of the B/PM. 
Instead, the B/PM was expected to  'improve' h im self, an 
expectations absent in  the job of the A/OPM.
In  general, the A/OPM was expected to  place r e la t iv e ly  
strong emphasis on the ad m in is tra tio n  of the d if fe re n t  
aspects of h is jobs, w h ils t  the B/PM was expected to be 
proactive  and focus more on developing the various aspects 
of h is  jobs.
i i .  The PER. Figure 7.3 shows th a t a l l  the PER were 
expected to be invo lved in  general ad m in is tra tio n  and
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development of work, l ia is in g  w ith  other ex te rn a l contacts, 
the ad m in is tra tio n  and development of s ta f f ,  exchanging 
general in form ation  and ad m in is tra tio n  of s ta f f .  Among 
these areas, the key element in  the job of a l l  the PER was 
the a d m in is tra tio n  of s t a f f .  The remaining areas of 
concern d if fe re d  in  the degree of importance. General 
development of work, the development of s ta f f ,  f in a n c ia l  
ad m in is tra tio n  and s e lf  development were areas of g rea tes t  
divergence amongst the PER.
G enerally , the expectations on the two PER of Company B had 
more in  common w ith  each o ther than w ith  the PER of Company 
D. Further, w hile  the former were expected to be a c tiv e ly  
involved in  the d if fe r e n t  aspects of th e ir  jobs, the l a t t e r  
was expected give more emphasis to  s itu a tio n a l demands.
i i i .  The SP. Figure 7 .4  shows th a t jobs of the managers 
c la s s if ie d  as SP d if fe re d  in  most areas. S ta ff  
ad m in is tra tio n  was the key element in  the job of the A/QM, 
follow ed by the general ad m in is tra tio n  of work and 
customers. The C/SPM was m oderately expected to handle 
m atters re la te d  to  general work and s ta f f ,  w h ils t, the 
D/ACC was m oderately expected to adm inister work and 
fin a n c e .
The fin d in gs  on the expectations of the jobs of the SP are  
in te re s tin g  in  the sense th a t there were weak expectations  
on the SP to  concentrate on m atters re la te d  to th e ir  
respective  areas of s p e c ia lis a tio n s . Instead, they were 
expected to place emphasis in  handling s ta f f  and general 
work.
iv .  The MLF. Figure 7 .5  shows th a t managers c la s s if ie d  as 
MLF had l i t t l e  in  common. S ta f f  a d m in is tra tio n  seemed to  
be the key element in  the jobs of the A/SSM and the D/ADM 
but not the C/CDTM. The C/CDTM was expected to give  
moderate emphasis to  the ad m in is tra tio n  of s t a f f . The
2 7 4
2 7 5
a d m in is tra tio n  of physica l areas ( i . e .  premises, equipment 
and m ateria ls ) were expected on the jobs of the A/SSM and 
the D/ADM but n o n -ex is ten t in  the job of the C/CDTM.
G enerally , there were few s im ila r it ie s  between these 
s im ila r  jobs across organ isations, suggesting the 
p o s s ib il i ty  th a t v a r ia t io n s  in  managerial jobs is  
a t tr ib u ta b le  to  the s tru c tu re  of the organ isation  in  which 
the managers work.
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Data derived from stru ctu red  observation was analysed in  
terms of work content and work p a tte rn  (such as duration  of 
a c t iv i t y ,  communication mode and places where they  
performed th e ir  w o rk ). These data perm itted some
comparative ana lys is , a lb e it  of a more lim ite d  kind than 
would have been id e a l. A tru e  comparative analysis was 
only possible between the two MLF, i . e .  the C/CDTM from a 
ce n tra lis e d  organ isation  and the D/ADM from a decentra lised  
organ isatio n . The discussion th a t fo llow s w i l l  focus on 
th is  comparison.
The two MLF appeared " to  be invo lv ing  in  a c t iv i t ie s  
c la s s if ie d  as m ain ta in ing  general performance, general 
ad m in is tra tio n  of work, in te ra c tin g  w ith  others outside  
th e ir  organ isations, ad m in is tra tio n  of s ta f f ,  exchanging 
general in form ation and p e rs o n a l-re la te d  m atters.
Despite the s im ila r it ie s  above, the ro le  performance of the 
MLF diverged in  many more areas. Areas of greatest 
divergence were in  improving performance, s ta f f  
development, equipment development (non-existent in  the 
work of the D/ADM) , and the adm in is tra tion  of finance, 
premises, equipment, m a te ria ls  and s e lf  (non-existent in  
the work of the C/CDTM) . Although .the C/CDTM was observed 
to perform more a c t iv i t ie s  re la te d  to  the development 
aspects of the various areas. These a c t iv i t ie s ,  however, 
were 'd ire c t iv e s ' from above ra th e r than his own 
i n i t i a t i v e s .
I t  was also found th a t the managers under observation spent 
minimal time in te ra c tin g  w ith  others outside th e ir  
organ isations. There are two possible explanations here. 
F ir s t ,  the managers were doing what they were supposed to  
be doing and second, as head of th e ir  respective  
departments, they were expected to  focus on th e ir
The two MLF also d if fe re d  in  the c h a ra c te r is tic s  of th e ir  
work. The C/CDTM (as w e ll as in  the case of the LM and the 
PER) spent more time in te ra c tin g  w ith  other in d iv id u a ls  
but, in  con trast, h is  counterpart in  Company D spent more 
time in  paperwork. The former spent more time w ith  peers 
w h ils t the la t t e r  spent more time w ith  subordinates. 
Further, C/CDTM spent a higher proportion of h is time in  
scheduled meetings w h ils t h is  counterpart in  Company D 
spent minimal time attend ing  formal meetings. A m ajo rity  
of the time, the D/ADM in te ra c te d  e ith e r  d ire c t ,  fa c e -to -  
face communication, or in d ire c t , through telephone c a lls .  
The-remoteness of the v ic in i t y  of the D/ADM's subordinates 
necessitated  the use of telephone.
The managers placed minimal emphasis on in te ra c tin g  w ith  
e x te rn a l member of the organ isa tio n . In  a way, they were 
f u l f i l l i n g  the expectations of members of th e ir  ro le -s e t ,
i . e .  to  spend minimal time w ith  ou ts iders . Previous 
studies, in  con trast, reported th a t top managers (Das, 
1991; Dubin and Spray, 1964; K o tte r, 1982; Luthans e t a l ., 
1985) spent most of th e ir  time in te ra c tin g  w ith  outsiders .
Thus, th is  study may h ig h lig h t a notable d iffe re n c e  in  the
work p a tte rn  between top and middle managers. Top managers 
spend more time w ith  outsiders w h ils t middle management 
spent more time w ith  members ins id e  the organ isation .
Despite the v a ria tio n s  as in d ica ted  above, the two MLF did  
share one common c h a ra c te r is t ic s : both spent minimal time 
v is i t in g  employees a t the production f lo o r  r e la t iv e  to  the 
s itu a tio n  as in  the case of the other types of managers
( i . e .  the LM and the PER).
The fin d in gs  of the present study also rep ort the lo ca tio n  
a t which managers spent most of th e ir  time performing th e ir  
work. Both MLF (as w e ll as the LM and the PER) spent most
281
r e s p e c t i v e  d e p a r t m e n t s  and s t a f f .
of th e ir  time a t th e ir  o f f ic e s . However, as fa r  as other 
places of work is  concerned there was a c le a r  d iffe re n c e  
between the two MLF. The C/CDTM spent r e la t iv e ly  more time 
a t conference room and outside the premise of h is  
o rgan isation  than the D/ADM.
When the managers were examined in  terms of congruence
between th e ir  ac tu a l work behaviour and th e ir  work 
expectations, the work p a tte rn  of the managers corresponded 
to  most of the a c t iv i t ie s  s tro ng ly  expected on them. Thus, 
i f  the managers e x h ib ite d  low amount of time in te ra c t in g  
w ith  ou ts iders , they were a c tu a lly  doing what they were 
supposed to  do desp ite  the find ings by Luthans e t a l .
(1985) which showed th a t there " is  a s ig n if ic a n t
re la tio n s h ip  between amount of time spent in  contact w ith  
people outside the organisations and managerial success, 
im plying th a t the work p a tte rn  of the managers in  the
present study were of the less successful group.
Despite the lim ita t io n s  involved in  studying ac tu a l work of 
the managers, th is  study is  able to  h ig h lig h t key 
v a ria tio n s  between broadly s im ila r  jobs in  d if fe r e n t  type 
of o rgan isations. These fin d in gs  suggest th a t id e n t if ie d  
v a ria tio n s  in  m anagerial jobs were a ttr ib u ta b le  not to  type 
of job (Stewart, 1976) or in d iv id u a l d iffe ren ces  (K o tte r, 
1982; M intzberg, 1973, Stew art, 1982, Stewart e t a l . , 
1980), as in  the case of in d iv id u a l perform ing s im ila r  
jobs, but to  some other fa c to r . One possib le  explanation  
l ie s  in  the s tru c tu re  of the organisation  which employed 
the managers. The remainder of th is  chapter w i l l  address 
the re la tio n s h ip  between the managers' work, and the 
s tru ctu re  of the o rgan isatio ns . P r io r  to  th a t, the major 
featu res  of the p a r t ic ip a t in g  organisations need to be 
b r ie f ly  reviewed.
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7.2 SUMMARY OF MAJOR FEATURES OF THE PARTICIPATING 
ORGANISATIONS
The present study adopts H ales 's  MTO framework, based on 
the concept of management d iv is io n s  of labour, comprised of 
three  sets of systems: a) 'Task System' - concerning the
v e r t ic a l  and h o rizo n ta l d iv is io n  of labour and subsuming 
planning/decision-m aking and a llo c a tio n  of work; b) 
'M o tiva tio n  System' - concerning rewards, ru les and 
ideo log ies employed by organisation to m obilise  
o rg an isa tio n a l resources and th e ir  corresponding in fluen ce; 
and c) 'C ontro l System' -concerning the d if fe r e n t
coord ination and con tro l of m ate ria ls  and people components 
of a work process.-
What fo llow s is  a review  of the main features of the 
s tru c tu ra l dimension of the p a r t ic ip a t in g  organisations in  
terms of the MTO framework.
7.2.1 'Task System'
In s t i tu t io n a l  arrangements fo r  planning work/making 
decisions and a llo c a tin g  work provided the v e r t ic a l and 
h o rizo n ta l d iv is io n  of labour in  an organ isation , in d ic a te  
the degree of c e n tra lis a t io n  of decision-making process and 
d iv is io n  of management functions in to  d is t in c t  specialisms  
and d e ta ile d  ta s k s .
The re s p o n s ib ility  fo r  planning work and making decisions  
in  the four organ isations d if fe re n t  degrees of 
c e n tra lis a t io n , ranging from h ig h ly  c e n tra lis e d  to  
decen tra lised . In  Company C, s tra te g ic  plans and decisions  
were concentrated a t the top ( i . e .  w ith  the MD) w h ils t day- 
to -day operations rested  w ith  department heads. In  Company 
A, broad s tra te g ic  plans and decisions were a llo c a te d  to  
the MD w h ils t day-to -day operations, besides those re la te d  
to  productions, of decreasing scope and constrained by
2 8 4
broader p o lic y  were dispersed down the h ie rarch y . F in a l 
decisions over o p era tio n a l p lans/decis ions re la te d  to  
production were re ta in e d  w ith  the MD. Company B and D 
d ecen tra lised  th e ir  op era tio n a l planning and d ec is io n ­
making process throughout the o rgan isation . However, the  
two d if fe re d  in  r e la t io n  to re s p o n s ib ility  fo r  making broad 
s tra te g ic  p lan s / decis ions. In  Company B, s tra te g ic  
decisions were c e n tra lis e d  a t the top but w ith  
p a r t ic ip a t io n  from lo w e r-le v e l management and non- 
managerial po s itio ns  w h ils t in  Company D, s tra te g ic  plans  
and decisions were confined to  the top management le v e l.
In  a l l  the organ isations, v e r t ic a l  flow  of in form ation  were 
g e n e ra lly  form al, w h ils t la te r a l  communication was inform al 
and m in im al, except in  Company B where exchange of 
communication were voluminous and om nid irection , in  both 
formal and in form al manner, and Company D where la te r a l  
in form ation  was frequent i f  in fo rm al. Formal job  
descrip tio n s  fo r  a l l  job pos itions  in  Company A and B were 
a v a ila b le  but in  Company C and D the job descrip tion s  fo r  
m anagerial p o s itio n s  were based on customs and d ire c tiv e s  
from s u p e r io r (s ) .
The to ta l  work process, a t the o rg an isa tio n a l le v e l,  was 
d iv id ed  in to  e ith e r  broad fu n ctio n a l areas or d iv is io n s . 
In  Company A, B and C, employees were grouped together 
based on fun ction s . W hilst the u n it  managers were 
responsible to  'manage' a l l  the tasks and a c t iv i t ie s  
re la te d  to th e ir  fu n c tio n a l u n its , th e ir  subordinates 
performed th e ir  work based on s p e c ific  s k i l ls  or knowledge. 
In  o ther words, the u n it  managers were g e n e ra lis ts  (in  
th e ir  own u n its ) w h ils t the subordinates were s p e c ia lis ts  
in  th e ir  resp ective  jobs.
There appeared was a s lig h t  d iffe re n c e  of a llo c a tio n  of 
work in  Company D as compared to  the o thers . In  th is  
organ isa tio n , work was d iv ided  in to  two d iv is io n s , one
handling f in a n c ia l re la te d  areas and the other involved in  
corporate a f fa ir s ,  each headed by A ssistant General Manager 
(AGM). W ith in  each d iv is io n s , however, employees were 
s t i l l  grouped together by functions. Thus, in  re la t io n  to  
the other organ isations, the h ie ra rc h ic a l s tru c tu re  of 
Company D was r e la t iv e ly  t a l l e r  because of the ad d itio n a l 
la y e r  (the AGMs) between the GM and the u n it managers.
In  Company D, broad fu n c tio n a l areas were used as a basis  
fo r  more h o rizo n ta l groupings in  terms of d iv is io n s . In  
Company B, C and D, the production departments were fu r th e r  
d iv id ed  on the basis of outputs w h ils t in  Company A i t  was 
d iv ided  on the basis of c lie n ts . In  contrast to  Company A 
and C, where the degree of job -s p e c ia lis a tio n  were high, 
in d iv id u a l jobs in  Company B were given wide 
re s p o n s ib ilit ie s  and m o b ility  between work ro les  was high, 
w h ils t in  Company D wide re s p o n s ib ilit ie s  were confined to  
managerial po s itio n s  and m o b ility  between work ro les  was 
confined to w ith in , but not between, d iv is io n s .
O v e ra ll, th e re fo re , there  was a d e ta ile d  v e r t ic a l  and 
h o rizo n ta l d iv is io n  of labour in  Company A and C w h ils t in  
Company B, the task system was based on a more f lu id  
d iv is io n  of labour and decen tra lised  decision-m aking. The 
system in  Company D, on the other hand, f e l l  between the 
two types but le a n t more towards Company A and C than 
Company B.
7 .2 .2  'M o tiv a tio n  System'
M o tiva tio n  of employees e f fo r t  were m ainly e x tr in s ic  and 
deferred , based on job performance, and g en e ra lly  in  
monetary values since money was found to be the underlying  
fa c to r  th a t d rives  M alaysian to work (Abdullah, 1992).
Rules took the form of ad m in is tra tive  procedures in  the 
case of Company A, and q u a lity /s e rv ic e  standards and
285
company norms in  the case of Company B. In  Company C and 
D, however, un w ritten  ru le s  and accepted practices  based on 
homogeneity of e thn ic  background p rev a iled .
The d if fe r e n t  m otivation  mechanisms used in  d if fe re n t  
organisations re f le c te d  d if fe r e n t  ideologies suggesting 
d if fe r e n t  views of the employers about employees 
expectations from work. The ra tio n a le  behind the
m otivation  of employees in  Company A was the emphasis on 
standard, p red ic ta b le  and 'proper' behaviours w h ils t the 
ra tio n a le  in  Company B was to  p ro je c t the organisation  as 
community w ith  a m ission. In  con trast, Company C and D, 
re ly in g  on unw ritten  values or moral o b lig a tio n s , im plied  
th a t the strength rfhart lo c a l so c ia l grouping, g en era lly  of 
same ethn ic  background, were the sources of id e n t if ic a t io n  
and lo y a lt ie s .
In  general, the four organ isations varied  d is t in c t iv e ly  in  
the type of power resource and the corresponding modes of 
in fluence  in  e l ic i t in g  employees' behaviour towards 
achieving o rg an isa tio n a l goals. W hilst Company A re lie d  
h eav ily  on economic rewards, the other organisations re lie d  
on normative power ( i . e .  c u ltu ra l or ethnic norms and 
v a lu e s ), as w ell as economic power.
The absence of corporate norms and values in  Company A 
might be a ttr ib u te d  to  the 'age' of the organisation ( i t  
was newly estab lished) as compared to the other 
p a r t ic ip a t in g  organ isations and the fa c t th a t employees 
were 'cosm opolitans', i . e .  lo y a l to a profession (Hales, 
1993) . In  Company C and D, the ethnic  homogeneity of i t s  
employees fa c i l i t a te d  the 'adoption ' of unw ritten  ru les  as 
company's ru les and engendered th e ir  lo y a lty  to  the 
organ isations. Company B, in  con tras t, la id  down i ts  
values and b e lie fs .  The sharing of common values and 
b e lie fs  than became the basis o f t ru s t  among the employees.
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T h e  a i m  o f  a  c o n t r o l  s y s t e m  w i t h i n  o r g a n i s a t i o n s  i s  t o  
e n s u r e  t h a t  p e r f o r m a n c e ,  a t  a  p r e d i c t a b l e  l e v e l  a n d  t y p e ,  
i s  a t t a i n e d  a n d  m a i n t a i n e d  ( C h i l d ,  1 9 8 4 ) .  I n  H a l e s ' s  MTO 
f r a m e w o r k ,  t h e  c o n t r o l  s y s t e m  c o m b i n e s  t h e  m e c h a n i s m s  o f  
c o o r d i n a t i o n  a n d  c o n t r o l  a s  t h e  m e a n s  a n d  m e t h o d  t o  
r e c o m b i n e  d i v i d e d  w o r k .
I n  C o m p a n y  A a n d  C, t h e  r e s p o n s i b i l i t y  f o r  c o o r d i n a t i o n  o f  
w o r k  a c t i v i t i e s  r e s t e d  p r i m a r i l y  w i t h  a  t h i r d  p a r t y ,  i . e .  
a  s u p e r i o r  i n  t h e  h i e r a r c h y ,  w h i l s t  i n  C o m p a n y  B a n d  D, 
a c t i v i t i e s  w e r e  c o o r d i n a t e d  b y  t h o s e  c a r r y i n g  o u t  t h e  w o r k  
a s  w e l l  a s  s u p e r i o r  i n  t h e  h i e r a r c h y .  W i t h  h e a v y  r e l i a n c e  
o n  a  t h i r d  p a r t y  i n  t h e  c a s e  o f  C o m p a n y  A a n d  C, t h e  m e t h o d  
u s e d  w a s  h i e r a r c h i c a l  d i r e c t i v e s  w h i c h  w e r e  d o n e  f o r m a l l y ,  
t h r o u g h  s c h e d u l e d  m e e t i n g s  a n d  m a n a g e m e n t  r e p o r t  w r i t i n g .  
On t h e  o t h e r  h a n d ,  i n  C o m p a n y  B a n d  D t h e  c o n t r o l  s y s t e m  
w a s  b a s e d  o n  m u t u a l  a d j u s t m e n t  a s  w e l l  a s  h i e r a r c h i c a l  
d i r e c t i v e s .  O v e r a l l ,  C o m p a n y  A a n d  C p r a c t i s e d  
' H i e r a r c h i c a l '  c o o r d i n a t i o n  w h i l s t  C o m p a n y  B a n d  D 
p r a c t i s e d  ' H i e r a r c h i c a l '  a n d  ' M u t u a l  a d j u s t m e n t '  
( M i n t z b e r g ,  1 9 7 9 )  .
F o r m a l ,  e x t e r n a l  c o n t r o l  w a s  u s e d  a s  t h e  c o n t r o l  m e c h a n i s m  
i n  C o m p a n y  A a n d  C.  T h e  f o c u s  o f  c o n t r o l ,  h o w e v e r ,  
d i f f e r e d  i n  t h e  t w o  o r g a n i s a t i o n s .  W h i l s t  C o m p a n y  A 
f o c u s e d  i t s  c o n t r o l s  o v e r  p e r s o n n e l  i n p u t s ,  i n  t h e  f o r m  o f  
s t a n d a r d  r e c r u i t m e n t  c r i t e r i a  a n d  p r o c e d u r e ,  a n d  p r o c e s s e s ,  
i n  t h e  f o r m s  o f  s t a n d a r d  w o r k  p r o c e d u r e s  a n d  q u a l i t y  
s t a n d a r d s ,  C o m p a n y  C f o c u s e d  p r i m a r i l y  o n  p r o c e s s e s .  I n  
C o m p a n y  B, w o r k  w a s  c o n t r o l l e d  t h r o u g h  s h a r e d  v a l u e s  a n d  
b e l i e f s ,  s t a n d a r d  p e r s o n n e l  i n p u t s ,  i n  t h e  f o r m  o f  
c a r e f u l l y  s e l e c t e d  e m p l o y e e s ,  a n d  o u t p u t s ,  i n  t h e  f o r m  o f  
q u a l i t y  o f  p r o d u c t  a n d / o r  s e r v i c e .  I m p e r s o n a l ,  e x t e r n a l  
c o n t r o l  w a s  i m p l e m e n t e d  t h r o u g h  t r a i n i n g  w h i l s t  p e r s o n a l ,  
m u t u a l  r e s p o n s i b i l i t y  c a m e  f r o m  p e e r  p r e s s u r e .  I n  C o m p a n y
7 . 2 . 3  ' C o n t r o l  S y s t e m '
D, c o n t r o l  r e l i e d  m o r e  o n  s e l f  a n d  m u t u a l  c o n t r o l ,  w i t h  
e x t e r n a l  c o n t r o l  f o c u s i n g  m o r e  u p o n  p r o c e s s e s ,  i n  t h e  f o r m  
o f  s t a n d a r d  p r o c e d u r e s  a n d  o u t p u t s ,  i n  t h e  f o r m  o f
p e r f o r m a n c e .
7 . 3  T H E  R E L A T I O N S H I P  B E T W E E N  O R G A N I S A T I O N A L  F O R M ,  
M A N A G E R I A L  J O B S  A N D  M A N A G E R I A L  W O R K : S O M E  H Y P O T H E S E S  
E X A M I N E D
H a l e s  ( 1 9 8 9 )  p o s t u l a t e d  a  s e t  o f  h y p o t h e s e s  o n  t h e  
s u b s t a n c e  o f  t h e  r e l a t i o n s h i p  b e t w e e n  t h e  s t r u c t u r e  o f
o r g a n i s a t i o n s  a n d  t h e  w a y s  o f  m a n a g i n g  m a n a g e r i a l  w o r k ,  a s
f o l l o w s :
1 .  W h e r e  t h e  o w n e r s h i p  a n d -  m a n a g e m e n t  f u n c t i o n s  a r e  
f r a g m e n t e d ,  s p e c i a l i s t  m a n a g e r i a l  j o b s  p r e d o m i n a t e s ,  
w i t h  s p e c i f i c  a s s o c i a t e d  c o m p e t e n c i e s / q u a l i f i c a t i o n ,  
' l o g i c s  o f  a c t i o n '  ( T e u l i n g s ,  1 9 8 6 )  a n d  c a r e e r
p a t t e r n s .  C o n v e r s e l y ,  w h e r e  t h e s e  f u n c t i o n s  a r e  l e s s  
f r a g m e n t e d ,  g e n e r a l i s t  m a n a g e r i a l  j o b s  a r e  m o r e  
f r e q u e n t .
2 .  H i g h l y  c e n t r a l i s e d  o w n e r s h i p  f u n c t i o n s  w i l l  b e  
r e f l e c t e d  i n  a  c o m p a r a t i v e l y  w i d e  g u l f  b e t w e e n  t h e  
e c o n o m i c  d e c i s i o n  a n d  s t r a t e g y - m a k i n g  r e s p o n s i b i l i t i e s  
o f  s e n i o r  m a n a g e r s  a n d  a  p r e d o m i n a n t  r e s p o n s i b i l i t y  o n  
t h e  p a r t  o f  j u n i o r  m a n a g e r s  f o r  i m p l e m e n t i n g  
p r o c e d u r e s  a n d  p r o c e s s i n g  i n f o r m a t i o n .  W h e r e  
o w n e r s h i p  f u n c t i o n s  a r e  d e c e n t r a l i s e d ,  h o w e v e r ,  j u n i o r  
m a n a g e r i a l  j o b s  w i l l  h a v e  i n t r a p r e n e u r i a l  f e a t u r e s  a n d  
g r e a t e r  r e s p o n s i b i l i t y  f o r  ' b u s i n e s s  m a n a g e m e n t ' .
S i m i l a r l y ,  w h e r e  f u n c t i o n s  r e l a t i n g  t o  t h e  m a n a g e m e n t  
o f  t h e  l a b o u r  p r o c e s s  a r e  c e n t r a l i s e d ,  t h e r e  w i l l  b e  
a  w i d e  g u l f  b e t w e e n  s e n i o r  m a n a g e r s ,  r e s p o n s i b l e  f o r  
o r g a n i s a t i o n a l  p o l i c y  a n d  s t a f f i n g  p o l i c y ,  a n d  j u n i o r  
m a n a g e r s  w h o s e  m a i n  r e s p o n s i b i l i t i e s  w i l l  b e  t o  
i m p l e m e n t  p o l i c i e s  a n d  p r o c e d u r e s  a n d  t o  p r o c e s s
p l a n n i n g ,  c o n t r o l  a n d  s t a f f i n g  i n f o r m a t i o n .  I n  
c o n t r a s t ,  w h e r e  m a n a g e m e n t  f u n c t i o n s  a r e  
d e c e n t r a l i s e d ,  m o r e  j u n i o r  m a n a g e r i a l  j o b s  w i l l  h a v e  
d i r e c t  p e o p l e - m a n a g e m e n t  r e s p o n s i b i l i t i e s .
3 . T h e  e x t e n t  t o  w h i c h  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  
r e s i d e  e x c l u s i v e l y  w i t h  m a n a g e r i a l  p o s i t i o n s  w i l l  
a f f e c t  t h e  n u m b e r  o f  m a n a g e r i a l  r e l a t i v e  t o  n o n -  
m a n a g e r i a l  p o s i t i o n s .
4 .  F i n a l l y ,  t h e  o v e r a l l  b a l a n c e  o f  e m p h a s i s  b e t w e e n  
o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  w i l l  b e  r e f l e c t e d  
i n  t h e  p o w e r ,  s t a t u s  a n d  i n f l u e n c e  e n j o y e d  b y  
d i f f e r e n t  s p e c i a l i s m s .
T h e  f i n d i n g s  o f  t h i s  s t u d y  b r o a d l y  s u p p o r t  a l l  t h e  a b o v e  
h y p o t h e s e s .
T h e  m a n a g e m e n t  s y s t e m  i n  t h e  o r g a n i s a t i o n s  c a n  b e  
c a t e g o r i s e d  i n t o  t h r e e  m a i n  t y p e s :  f i r s t ,  c e n t r a l i s e d
o r g a n i s a t i o n s  { i n  t h e  c a s e  o f  C o m p a n y  A a n d  C;  s e c o n d ,  a  
l i m i t e d  d e c e n t r a l i s e d  o r g a n i s a t i o n  { i . e .  C o m p a n y  D ) ; a n d  
t h i r d ,  a  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n  ( C o m p an y  B ) .
I n  t h e  c e n t r a l i s e d  o r g a n i s a t i o n s ,  t h e  o w n e r s h i p  a n d  
m a n a g e m e n t  f u n c t i o n s  w e r e  f r a g m e n t e d  w i t h  a  h i g h  i n c i d e n c e  
o f  s p e c i a l i s t  m a n a g e r i a l  j o b s .  O w n e r s h i p  f u n c t i o n s ,  
r e l a t i n g  t o  s o u r c i n g ,  m a r k e t i n g ,  p r o d u c t  d e s i g n  a n d  
f i n a n c i n g  w e r e  r e t a i n e d  b y  t h e  p r i n c i p a l  c o m p a n i e s  a n d / o r  
s i s t e r  c o m p a n y .  T h e  m a n a g e r i a l  f u n c t i o n s ,  o f  p l a n n i n g ,  
a l l o c a t i n g ,  m o t i v a t i n g  a n d  c o n t r o l l i n g  w e r e  e x c l u s i v e  t o  
m a n a g e r s .
I n  t h e  o p e r a t i n g  a r e a s ,  d e c i s i o n s  r e l a t i n g  t o  s t r a t e g i c  o r  
b r o a d  p o l i c y  w e r e  d e t e r m i n e d  a t  i n s t i t u t i o n a l  a n d  
s t r u c t u r i n g  l e v e l s  w h i l s t  t h o s e  r e l a t i n g  t o  how t h i n g s  w e r e  
d o n e  w e r e  d e c i d e d  a t  t h e  o p e r a t i o n a l  l e v e l .  H o w e v e r ,
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r e l a t i n g  t o  t h e  l a t t e r ,  t h e r e  w a s  a  d i f f e r e n c e  b e t w e e n  t h e  
a r r a n g e m e n t  i n  C o m p a n y  A a n d  C.  I n  C o m p a n y  A, i t  w a s  
p y r a m i d a l ,  h e n c e  m a n a g e r s  a s  w e l l  a s  n o n - m a n a g e r s  d e c i d e d ,  
b u t  i n  C o m p a n y  C, i t  w a s  t h e  e x c l u s i v e  r e s p o n s i b i l i t y  o f  
t h e  m a n a g e r s .
I n  t h e  l i m i t e d  d e c e n t r a l i s e d  o r g a n i s a t i o n  ( C o m p a n y  D) , 
o w n e r s h i p  a n d  t h e  m a n a g e m e n t  f u n c t i o n s  w e r e  l e s s  
f r a g m e n t e d ,  w i t h  m a n a g e r s  h a n d l i n g  g e n e r a l  r a t h e r  t h a n  
s p e c i f i c  a g e n d a s  i n  t h e i r  j o b s .  S t r a t e g i c  d e c i s i o n s ,  
n e v e r t h e l e s s ,  w e r e  c e n t r a l i s e d  a t  t h e  s t r u c t u r i n g  a n d
i n s t i t u t i o n a l  l e v e l s .  O p e r a t i n g  d e c i s i o n s ,  o n  t h e  o t h e r  
h a n d ,  w e r e  d i s p e r s e d  t h r o u g h o u t  t h e  o r g a n i s a t i o n .
T h e  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  w e r e  a l s o  l e s s  
d e f i n e d  i n  t h e  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n .
E m p l o y e e s  ' m a n a g e d '  t h e m s e l v e s  a n d  t h e r e  w a s  a  g r e a t e r
i n c i d e n c e  o f  g e n e r a l i s t  m a n a g e r i a l  j o b s  ( m o r e  t h a n  t h a t  
e x i s t i n g  i n  t h e  d e c e n t r a l i s e d  o r g a n i s a t i o n ) . A l t h o u g h
s t r a t e g i c / p o l i c y  d e c i s i o n s  w e r e  c e n t r a l i s e d ,  i t  w a s  
d e m o c r a t i c  a n d  e m e r g e n t .
T h e  d i f f e r e n t  w a y s  o f  m a n a g i n g  w o r k  i n  t h e  f o u r  d i f f e r e n t  
f o r m s  o f  o r g a n i s a t i o n  a r e  s u m m a r i s e d  i n  T a b l e s  7 , 1 ,  7 . 2 ,
7 . 3  a n d  7 . 4 .
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T a b l e  7 . 1 :  W a y s  o f  m a n a g i n g  m a n a g e r i a l  w o r k  i n  C o m p a n y  A
( C e n t r a l i s e d . )
M a n a g e m e n t
p r o c e s s
F r a g m e n t a t  i o n C e n t r a l i s a t i o n E x c l u s i v e  t o  
m a n a g e r s
O w n e r s h i p
f u n c t i o n s
H i g h  
I d e o l o g i c a l , 
m a r k e t i n g  a n d  
f i n a n c i n g  a n d  
p r o d u c t  d e s i g n
H i g h
I d e o l o g y ,  p r o d u c t  
d e s i g n  a n d  f i n a n c e  
d e t e r m i n e  a t  
i n s t i t u t i o n a l  a n d  
s t r u c t u r i n g  l e v e l ;  
M a r k e t i n g  
c e n t r a l i s e d  a t  a  
s i s t e r  c o m p a n y
Y e s
M a n a g e m e n t
f u n c t i o n s
H i g h  
P l a n n i n g ,  
a l l o c a t i n g ,  
m o t i v a t i o n a l , 
c o o r d i n a t i n g  a n d  
c o n t r o l  s p e c i a l i s m s
H i g h / L o w  
B r o a d  p o l i c y  
r e l a t i n g  t o  
o p e r a t i o n a l  a r e a s  
c e n t r a l i s e d  a t  
s t r u c t u r i n g  l e v e l  
b u t  p y r a m i d a l . 
M a n a g e r s  a t  
o p e r a t i n g  l e v e l  
d e c i d e  o n  t h e  d a y -  
t o - d a y  o p e r a t i o n a l  
w o r k
Y e s
E m p h a s i s
b e t w e e n
f u n c t i o n s
M a n a g e r i a l  f u n c t i o n s  h e a v i l y  e m p h a s i s e d .  M a n a g e r s ,  b e l o w  
t h e  s t r a t e g i c  l e v e l  o f  m a n a g e m e n t  w e r e  m a i n l y  i n v o l v e d  i n  
t h e  a d m i n i s t r a t i o n  o f  t h e  d i f f e r e n t  a s p e c t s  o f  t h e i r  j o b s .
T a b l e  7 . 2 :  W a y s  o f  m a n a g i n g  m a n a g e r i a l  w o r k  i n  C o m p a n y  B
( d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n )
M a n a g e m e n t
p r o c e s s
F r a g m e n t a t i o n C e n t r a l i s a t i o n E x c l u s i v e  t o  
m a n a g e r s
O w n e r s h i p
f u n c t i o n s
L ow
B r o a d
r e s p o n s i b i l i t y  f o r  
i d e o l o g y ,  
r e s o u r c e s , 
f i n a n c i n g
Low
M a n a g e r s  a t  
o p e r a t i n g  l e v e l  
t a k e  s o m e  f i n a n c i a l  
a n d  r e s o u r c e s  
d e c i s i o n s
S o m e
M a n a g e m e n t
f u n c t i o n s
L ow
A l l  m a n a g e r s  p l a n ,  
a l l o c a t e , m o t i v a t e  
a n d  c o n t r o l  
s u b o r d i n a t e
H i g h / L o w  
S t r a t e g i c / b r o a d  
p o l i c y  c e n t r a l i s e d  
a t  t h e  s t r u c t u r i n g  
l e v e l  b u t  m a n a g e r s  
a t  o p e r a t i o n a l  
l e v e l  a n d  n o n -  
m a n a g e r s  w e r e  
a l l o w e d  t o  
p a r t i c i p a t e
No
N o n - m a n a g e r s  
i n v o l v e d  i n  
t h e  m a n a g e m e n t  
p r o c e s s
E m p h a s i s
b e t w e e n
f u n c t i o n s
O w n e r s h i p  f u n c t i o n s  p r e d o m i n a t e s .  M a n a g e r s  a n d  n o n ­
m a n a g e r s  ' m a n a g e '  t h e i r  o w n  w o r k .
T a b l e  7 . 3 :  W a y s  o f  m a n a g i n g  m a n a g e r i a l  w o r k  i n  C o m p a n y  C
( C e n t r a l i s e d )
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M a n a g e m e n t
p r o c e s s
F r a g m e n t a t  i o n C e n t r a l i s a t i o n E x c l u s i v e  t o  
m a n a g e r s
O w n e r s h i p
f u n c t i o n s
H i g h  
I d e o l o g i c a l , 
m a r k e t i n g  a n d  
f i n a n c i n g  a n d  
p r o d u c t  d e s i g n
H i g h
I d e o l o g y ,  p r o d u c t  
d e s i g n ,  m a r k e t i n g  
a n d  f i n a n c e  
d e t e r m i n e  a t  
i n s t i t u t i o n a l  a n d  
s t r u c t u r i n g  l e v e l
Y e s
M a n a g e m e n t
f u n c t i o n s
H i g h  
P l a n n i n g ,  
^ a l l o c a t i n g ,  
m o t i v a t i o n a l , 
c o o r d i n a t i n g  a n d  
c o n t r o l  s p e c i a l i s m s
H i g h
B r o a d  p o l i c y  
r e l a t i n g  t o  
o p e r a t i o n a l  a r e a s  
c e n t r a l i s e d  a t  
s t r u c t u r i n g  l e v e l .  
S e n i o r  m a n a g e r s  a t  
o p e r a t i n g  l e v e l  
d e c i d e  o n  t h e  d a y -  
t o - d a y  o p e r a t i o n a l  
w o r k
Y e s
E m p h a s i s
b e t w e e n
f u n c t i o n s
M a n a g e r i a l  f u n c t i o n s  h e a v i l y  e m p h a s i s e d .  M a n a g e r s  b e l o w  
t h e  s t r a t e g i c  l e v e l  o f  m a n a g e m e n t  w e r e  m a i n l y  i n v o l v e d  i n  
t h e  a d m i n i s t r a t i o n  o f  t h e  d i f f e r e n t  a s p e c t s  o f  t h e i r  j o b s .
T a b l e  7 . 4 : W a y s  o f  m a n a g i n g  m a n a g e r i a l  w o r k  
( P a r t i a l l y  d e c e n t r a l i s e d )
i n  C o m p a n y  D
M a n a g e m e n t
p r o c e s s
F r a g m e n t a t  i o n C e n t r a l i s a t i o n E x c l u s i v e  t o  
m a n a g e r s
O w n e r s h i p
f u n c t i o n s
H i g h  
M a r k e t i n g  a n d  
f i n a n c i n g  a n d  
p r o d u c t  d e s i g n
Low
M a n a g e r s  m a k e  s e m e  
d e c i s i o n s  r e l a t i n g  
t o  a l l o c a t i o n  o f  
r e s o u r c e s
Y e s
M a n a g e m e n t
f u n c t i o n s
H i g h
C o o r d i n a t i n g
s p e c i a l i s t s
L ow
A l l  m a n a g e r s  p l a n ,  
a l l o c a t e ,  m o t i v a t e ,  
c o o r d i n a t e  a n d  
c o n t r o l
H i g h / L o w  
B r o a d  p o l i c y  
r e l a t i n g  t o  
o p e r a t i o n a l  a r e a s  
c e n t r a l i s e d  a t  
s t r u c t u r i n g  l e v e l . 
M a n a g e r s  a t  
o p e r a t i n g  l e v e l  a n d  
n o n - m a n a g e r s  d e c i d e  
o n  t h e  d a y - t o - d a y  
o p e r a t i o n a l  w o r k
No
E m p h a s i s
b e t w e e n
f u n c t i o n s
E m p h a s i s  b o t h  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s
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7 . 4  C O M P A R A T I V E  A N A L Y S I S  O F  M A N A G E R I A L  WORK A S  C O N S T I T U T E D
I n  t h e  d i s c u s s i o n  t h a t  f o l l o w s ,  t o  a v o i d  r e p e t i t i o n  i n  
a n a l y s i n g  m a n a g e r i a l  w o r k  a s  c o n s t i t u t e d  b y  t h e  
e x p e c t a t i o n s  o f  o t h e r s ,  we w i l l  e m p h a s i s e  t h e  m a i n  p o i n t s  
o f  d i f f e r e n c e  b e t w e e n  t h e  m a n a g e r i a l  j o b s  w i t h  p a r t i c u l a r  
e m p h a s i s  o n  t h e  ' c o u p l i n g '  b e t w e e n  t h e  j o b s  a n d  
o r g a n i s a t i o n a l  c o n t e x t .  C o m p a r a b l e  j o b  t y p e s  w i l l  b e  
c o n t r a s t e d  a n d  a n a l y s e d  o n  a  c a s e  b y  c a s e  b a s i s .
7 . 4 . 1  T h e  L i n e  M a n a g e r s  ( L M )
T h e  A / O P M  o f  a  C e n t r a l i s e d  O r g a n i s a t i o n  a n d  t h e  
B / P M  o f  a  ' C l a n '  O r g a n i s a t i o n
G e n e r a l l y ,  t h e  m a i n  d i f f e r e n c e s  b e t w e e n  t h e  t w o  m a n a g e r s  
w e r e  i n  t e r m s  o f  t h e  d e g r e e  o f  i m p o r t a n c e  a t t a c h e d  t o  
v a r i o u s  b r o a d  a r e a s  o f  e x p e c t a t i o n s ,  p a r t i c u l a r l y  o n  
g e n e r a l  w o r k  a n d  s t a f f ,  a n d ,  m o r e  i m p o r t a n t l y ,  t h e  e m p h a s i s  
o n  ' a d m i n i s t r a t i o n '  a s  a g a i n s t  ' d e v e l o p m e n t ' .  W h i l s t  t h e  
A/OPM w a s  e x p e c t e d  t o  e m p h a s i s e  t h e  a d m i n i s t r a t i o n  a s p e c t s  
o f  h i s  j o b  m o r e ,  t h e  B/PM w a s  e x p e c t e d  t o  f o c u s  o n  t h e  
d e v e l o p m e n t  a s p e c t s  o f  h i s  j o b .
A n o t h e r  a p p a r e n t  d i f f e r e n c e  b e t w e e n  t h e  LM w h i c h  m a y  b e  
a t t r i b u t a b l e  t o  t h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n s ,  w a s  
t h a t  t h e  B/PM w a s  e x p e c t e d  t o  b e  r e l a t i v e l y  m o r e  i n v o l v e d  
w i t h  o v e r a l l  p e r f o r m a n c e  a n d  f i n a n c i a l  m a t t e r s  t h a n  w a s  t h e  
A/OPM.
T h e  A/OPM w a s  e x p e c t e d  t o  b e  p a s s i v e  a n d  r e s p o n s i v e  - 
e n s u r i n g  t h a t  s t a n d a r d  p r o c e d u r e s  w e r e  f o l l o w e d  a n d  t h e  
s y s t e m  w a s  f u n c t i o n i n g  t h e  w a y  i t  w a s  s u p p o s e d  t o  b e  
f u n c t i o n i n g .  F u r t h e r  t h e  r o l e  o f  t h e  A/OPM w a s  i n t e r n a l l y  
d i r e c t e d  - h e  w a s  e x p e c t e d  t o  c o n c e n t r a t e  o n  t h e  w o r k f l o w  
w i t h i n  h i s  u n i t .  T h e  m a i n  p r e o c c u p a t i o n  o f  h i s  j o b ,  i . e .  
t o w a r d s  h i s  w o r k  g r o u p  a n d  w i t h  t h e  d a y - t o - d a y  o p e r a t i o n s ,  
w a s  r e l a t e d  t o  t h e  w a y  i n  w h i c h  s t r a t e g i c  d e c i s i o n - m a k i n g
p r o c e s s  w a s  c e n t r a l i s e d  a t  t h e  t o p  l e v e l  w h i l s t  h i s  
d e c i s i o n s  w e r e  r e s t r i c t e d  w i t h i n  t h e  b r o a d  p o l i c i e s ,  r u l e s  
o r  r e g u l a t i o n s  s e t  e x t e r n a l l y .  A d d i t i o n a l l y ,  t h e  c o n t r o l  
m e c h a n i s m  u s e d  i n  h i s  o r g a n i s a t i o n ,  d i r e c t  s u p e r v i s i o n  d i d  
n o t  p r o v i d e  a  h i g h  d e g r e e  o f  c h o i c e  w i t h i n  h i s  u n i t ' s  
d o m a i n ,  h e n c e  l i m i t i n g  h i s  a b i l i t y  t o  i n i t i a t e  o r  i n t r o d u c e  
c h a n g e s  t o  t h e  e x i s t i n g  s y s t e m .
T h e  f r a g m e n t e d  m a n a g e m e n t  p r o c e s s  i n  C o m p a n y  A, w h e r e  j o b s  
w e r e  d i v i d e d  i n t o  h i g h l y  s p e c i a l i s e d  y e t  i n t e r - d e p e n d e n t  
o p e r a t i o n s  m a d e  i t  i n e v i t a b l e  f o r  t h e  A/OPM t o  w o r k  c l o s e l y  
w i t h  o t h e r  p e o p l e  w i t h i n  h i s  o r g a n i s a t i o n ,  o v e r  whom h e  h a d  
n o  o f f i c i a l  a u t h o r i t y .  L i a i s i n g  w i t h  t h e m  w a s  m a i n l y  f o r  
t h e  p u r p o s e  o f  i m p l e m e n t i n g  a g e n d a s .
R e l a t e d  t o  s p e c i f i c  r o l e  e x p e c t a t i o n s ,  i t  a p p e a r e d  t h a t  t h e  
m a n a g e m e n t  c o m p o n e n t  o f  t h e  A/OPM w a s  h i g h l y  t e c h n i c a l  a n d  
s p e c i f i c  t o  h i s  j o b  d o m a i n .
T h e  r o l e  e x p e c t a t i o n s  o n  t h e  B /PM , w o r k i n g  i n  a  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n ,  w e r e  r a t h e r  d i f f e r e n t .  
T h e  B/PM w a s  e x p e c t e d  t o  p l a y  a n  a c t i v e  r o l e  i n  t h e  r u n n i n g  
o f  t h e  u n i t  u n d e r  h i s  r e s p o n s i b i l i t y  a n d  t o  p a r t i c i p a t e  i n  
t h e  o r g a n i s a t i o n  a s  a  w h o l e .  T h i s  w a s  m a d e  p o s s i b l e  b y  t h e  
d e c e n t r a l i s e d  n a t u r e  o f  t h e  d e c i s i o n - m a k i n g  p r o c e s s  w h e r e  
e m p l o y e e s  w e r e  g i v e  a  d e g r e e  o f  r e s p o n s i b i l i t y  a n d  
a u t o n o m y  o v e r  t h e i r  w o r k  d o m a i n .  W i t h  t h e  k i n d  o f  
r e s p o n s i b i l i t y ,  a u t o n o m y  a n d  t r u s t  g i v e n  t o  t h e m ,  t h e y  w e r e  
e x p e c t e d  t o  ' m a n a g e '  t h e m s e l v e s .
O w i n g  t o  t h e  d e m o c r a t i c  a n d  e m e r g e n t  n a t u r e  o f  d e c i s i o n ­
m a k i n g  p r o c e s s ,  t h e  B/PM w a s  e x p e c t e d  t o  b e  i n v o l v e d  i n  
m a t t e r s  e x t e r n a l  t o  h i s  w o r k  g r o u p ,  e m p h a s i s i n g  t h e  r o l e s  
o f  ' e n t r e p r e n e u r ' , ' m o n i t o r '  a n d  ' d i s s e m i n a t o r '  ( M i n t z b e r g ,  
1 9 7 3 )  . T h e  ' s p o k e s m a n '  r o l e  w a s  l e s s  i m p o r t a n t  d u e  t o  t h e  
l i m i t e d  e x p e c t a t i o n s  o n  h i m  t o  l i a i s e  w i t h  o u t s i d e r s  
( i n c l u d i n g  c u s t o m e r s  a n d  v e n d o r s / s u p p l i e r s )  . B e c a u s e  a l l
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e m p l o y e e s  w e r e  e x p e c t e d  t o  ' m a n a g e '  t h e m s e l v e s ,  t h e  
' l e a d e r '  r o l e  w a s  l e s s  i m p o r t a n t  t h a n  f o r  t h e  A/OPM.
W h i l e  t h e  A/OPM w a s  e x p e c t e d  t o  f o c u s  p r i m a r i l y  o n  h i s  w o r k  
g r o u p ,  t h e  B/PM w a s  e x p e c t e d  t o  l i a i s e  w i t h  HQ, a s  w e l l  a s  
h i s  o r g a n i s a t i o n ,  o n  i s s u e s  t h a t  w e r e  s p e c i f i c  t o  h i s  j o b  
d o m a i n  a s  w e l l  a s  t h o s e  a f f e c t i n g  t h e  b u s i n e s s  i n  w h i c h  t h e  
o r g a n i s a t i o n  w a s  a  m e m b e r .  T h u s ,  h i s  w o r k  c o n t e n t s  
i n v o l v e d  b o t h  t e c h n i c a l  a s  w e l l  a s  g e n e r a l  m a n a g e m e n t  
c o m p o n e n t s ,  w i t h  b r o a d  a g e n d a s  a n d  v a r i o u s  a s p e c t s  o f  
d e c i s i o n s  o r  p r o b l e m s  t o  h a n d l e .  T h e  p u r p o s e  o f  l i a i s i n g  
w i t h  m e m b e r s  o f  t h e  s a m e  o r g a n i s a t i o n s  w a s  f o r  n e t w o r k  
b u i l d i n g  a n d  n e t w o r k  u s i n g .
I n  sum ,  t h e r e  a p p e a r e d  t o  b e  s h a r p  d i f f e r e n c e s  i n  t h e  r o l e  
e x p e c t a t i o n s  b e t w e e n  t h e  m a n a g e r s  i n  t h e  c e n t r a l i s e d  a n d  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n s .  T h e  f o r m e r  w a s  
e x p e c t e d  t o  f o c u s  o n  a d m i n i s t r a t i o n  o f  t h e  v a r i o u s  a s p e c t s  
o f  h i s  w o r k ,  p a r t i c u l a r l y  g e n e r a l  w o r k  a n d  s t a f f ;  t o  
c o n c e n t r a t e  o n  t h e  w o r k f l o w  o f  h i s  w o r k  g r o u p , -  e m p h a s i s e  
t h e  r o l e s  o f  l e a d e r ,  l i a i s o n  a n d  r e s o u r c e - a l l o c a t o r ;  
l i a i s e  w i t h  m e m b e r s  w i t h i n  t h e  o r g a n i s a t i o n  f o r  t h e  p u r p o s e  
o f  n e t w o r k  b u i l d i n g  a n d  u s i n g  a n d  w i t h  a  r e l a t i v e l y  h e a v y  
t e c h n i c a l  m a n a g e m e n t  c o m p o n e n t .  I n  c o n t r a s t ,  t h e
e x p e c t a t i o n s  o n  t h e  l a t t e r  a p p e a r e d  t o  b e  t h e  r e v e r s e  o f  
t h e s e ,  w i t h '  a  g r e a t e r  f o c u s  o n  d e v e l o p m e n t ,  i n c l u d i n g  
o v e r a l l  p e r f o r m a n c e  a n d  f i n a n c e ;  c o n c e n t r a t i o n  o n  e x t e r n a l  
i s s u e s ;  t h e  l e a d e r  r o l e  r e l a t i v e l y  u n d e r p l a y e d ;  l i a i s o n  
w i t h  m e m b e r s  o f  t h e  s a m e  o r g a n i s a t i o n  f o r  p u r p o s e  o f  a g e n d a  
s e t t i n g  a n d  i m p l e m e n t i n g ;  a n d  w o r k  c o n t e n t  c o n c e n t r a t i n g  o n  
g e n e r a l  m a n a g e m e n t  c o m p o n e n t .
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7 . 4 . 2  T h e  P e r s o n n e l  M a n a g e r s  ( P E R )
T h e  B / T R M  a n d  t h e  B / E R M  o f  t h e  ' C l a n '  
O r g a n i s a t i o n  a n d  t h e  D / A D M  o f  t h e  D e c e n t r a l i s e d  
O r g a n i s a t i o n
T h e r e  w e r e  s l i g h t  d i f f e r e n c e s  i n  t h e  r o l e  e x p e c t a t i o n s  o n  
t h e  j o b s  o f  t h e s e  m a n a g e r s  w h i c h  m ay  b e  a t t r i b u t a b l e  t o  t h e  
i n s t i t u t i o n a l  a r r a n g e m e n t  t h r o u g h  w h i c h  t h e  m a n a g e m e n t  o f  
w o r k  w a s  a t t e m p t e d  m o r e  g e n e r a l l y .  T h e  m a n a g e r s  i n  t h e  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n  w e r e  e x p e c t e d  t o  f o c u s  
r e l a t i v e l y  m o r e  o n  t h e  d e v e l o p m e n t a l  a s p e c t s  a s  c o m p a r e d  t o  
t h e  m a n a g e r  i n  t h e  d e c e n t r a l i s e d  o r g a n i s a t i o n ,  e s p e c i a l l y  
i n  t h e  g e n e r a l  d e v e l o p m e n t  o f  w o r k  a n d  s t a f f .  N o n e t h e l e s s ,  
t h e y  w e r e  a l l  s t r o n g l y  e x p e c t e d  t o  d e a l  w i t h  t h e  
a d m i n i s t r a t i o n  o f  s t a f f .
F u r t h e r  a n a l y s i s  o f  s p e c i f i c  e x p e c t a t i o n s  u p o n  t h e m  
i n d i c a t e s  som e  d e g r e e  o f  v a r i a t i o n  i n  t h e  f o c u s  t o w a r d s  
e x t e r n a l  i s s u e s  a n d  t h e  d e g r e e  o f  s p e c i a l i s a t i o n  i n v o l v e d  
i n  t h e i r  w o r k .  R e l a t i v e l y ,  t h e  D/DPM w a s  e x p e c t e d  t o  
h a n d l e  a l l  i s s u e s  r e l a t e d  t o  p e r s o n n e l  m a n a g e m e n t ,  
i n c l u d i n g  t h o s e  a t  s u b s i d i a r y  l e v e l  b u t  e x c l u d i n g  s t a f f  
t r a i n i n g / d e v e l o p m e n t .  He w a s  a l s o  e x p e c t e d  t o  r e p r e s e n t  
t h e  c o m p a n y  a t  m a j o r  n e g o t i a t i o n s  - ' n e g o t i a t e  w i t h  l a b o u r  
u n i o n s '  . I n  c o n t r a s t ,  t h e  t w o  m a n a g e r s  i n  t h e  ' C l a n '  
o r g a n i s a t i o n  w e r e  e x p e c t e d  t o  f o c u s  o n  i s s u e s  w i t h i n  t h e i r  
o r g a n i s a t i o n  a s  a  w h o l e  b e s i d e s  t h e i r  own u n i t s .
I n  c o n t r a s t ,  t h e  w o r k  c o n t e n t  o f  m a n a g e r s  i n  t h e  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n ,  w a s  m o r e  g e n e r a l  a n d  
i n v o l v e d  a  b r o a d e r  r a n g e  o f  d e c i s i o n s .  B e s i d e s  t h e  
r e q u i r e m e n t  t o  c o n c e n t r a t e  o n  m a t t e r s  r e l a t e d  t o  p e r s o n n e l  
m a n a g e m e n t ,  t h e y  w e r e  a l s o  e x p e c t e d  t o  b e  i n v o l v e d  i n  t h e  
a c t i v i t i e s  o r  a r e a s  o f  i n t e r e s t  t o  t h e  o r g a n i s a t i o n  a s  a  
w h o l e .  F o r  e x a m p l e ,  t h e  B/TRM w a s  s t r o n g l y  e x p e c t e d  t o  
' a s s i s t  i n  s h a p i n g  a n d  p l a n n i n g  c o m p a n y ' s  s t r a t e g i e s '  
w h i l s t  t h e  B/ERM w a s  s t r o n g l y  e x p e c t e d  t o  h a n d l e  i s s u e s
r e l a t e d  t o  t h e  o r g a n i s a t i o n ' s  c a f e t e r i a  a n d  o r g a n i s e d  
a n n u a l  r e c r e a t i o n a l  a c t i v i t i e s .
A n o t h e r  d i f f e r e n c e  b e t w e e n  t h e  r o l e  e x p e c t a t i o n s  i n  t h e  
j o b s  o f  t h e  P e r s o n n e l  M a n a g e r s  r e l a t e d  t o  t h e  
r e s p o n s i b i l i t y  a t t a c h e d  t o  f i n a n c i a l  m a t t e r s .  T h e  D/DPM 
w a s  e x p e c t e d  t o  b u d g e t  t h e  a m o u n t  r e q u i r e d  t o  p a y  t h e  
s a l a r y  o f  h i s  s t a f f ,  s u g g e s t i n g  t h a t  t h e  d e t e r m i n a t i o n  o f  
s t a f f  s a l a r y  s c a l e  w a s  n o t  s e t  b y  t h e  o r g a n i s a t i o n  b u t  w a s  
t h e  r e s p o n s i b i l i t y  o f  t h e  m a n a g e r .  On t h e  o t h e r  h a n d ,  t h e  
B/TRM w a s  e x p e c t e d  t o  p r o v i d e  a  r e p o r t  o n  t h e  ' r e t u r n  o n  
i n v e s t m e n t '  o n  s t a f f  t r a i n i n g .  T h e r e  a p p e a r e d  t o  b e  n o  
e x p e c t a t i o n  t h a t  t h e  B/ERM b e  i n v o l v e d  i n  f i n a n c i a l  
m a t t e r s .  T h i s  e v i d e n c e  s u g g e s t  t h a t  n o t  a l l  j o b s  i n  
d e c e n t r a l i s e d / ' C l a n '  o r g a n i s a t i o n s  a r e  g i v e n  r e s p o n s i b i l i t y  
t o  m a n a g e  t h e  f i n a n c i a l  r e s o u r c e s  o f  t h e  o r g a n i s a t i o n s  ( c f  . 
H a l e s ,  1 9 8 9 )  . I t  d e p e n d s ,  t o  s o m e  e x t e n t ,  o n  t h e  n a t u r e  o f  
t h e  j o b  i t s e l f .
I n  sum, t h e  d i f f e r e n c e s  b e t w e e n  t h e  P e r s o n n e l  M a n a g e r s  i n  
s o m e w h a t  c o m p a r a b l e  t y p e s  o f  o r g a n i s a t i o n a l  s t r u c t u r e  w e r e  
q u i t e  m i n i m a l ,  e s p e c i a l l y  c o m p a r e d  w i t h  t h e  d i f f e r e n c e s  
b e t w e e n  t h e  L i n e  M a n a g e r s  i n  d i f f e r e n t  o r g a n i s a t i o n s .
7 . 4 . 3  T h e  S p e c i a l i s t s  ( S P )
T h e  A / Q M  a n d  t h e  C / S P M  o f  t h e  C e n t r a l i s e d  
O r g a n i s a t i o n  a n d  t h e  D / A C C  o f  t h e  D e c e n t r a l i s e d  
O r g a n i s a t i o n
T h e r e  w e r e  o n l y  s l i g h t  v a r i a t i o n s  i n  t h e  r o l e  e x p e c t a t i o n s  
o n  t h e  SP i n  t h e  t w o  d i f f e r e n t  o r g a n i s a t i o n s  a n d  t h e  
m a j o r i t y  o f  t h e  v a r i a t i o n s  a p p e a r e d  t o  b e  j o b - d e p e n d e n t  
( s u c h  a s  s e r v i c e / p r o d u c t  q u a l i t y ,  t h e  a d m i n i s t r a t i o n  o f  
c u s t o m e r ,  v e n d o r / s u p p l i e r  a n d  f i n a n c e ) . T h i s ,  h o w e v e r ,  w a s  
r e l a t e d  t o  t h e  f a c t  t h a t  t h e s e  m a n a g e r s  w e r e  p e r f o r m i n g  
h i g h l y  s p e c i a l i s e d  f u n c t i o n s ,  i n  t h e  a r e a s  o f  q u a l i t y ,  
s h i p m e n t  a n d  a c c o u n t s .
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W h i l s t  t h e  A/QM a n d  t h e  C/SPM w e r e  e x p e c t e d  t o  g i v e  
r e l a t i v e l y  g r e a t e r  c o n c e n t r a t i o n  t o  m a i n t a i n i n g  o v e r a l l  
p e r f o r m a n c e ,  g e n e r a l  a d m i n i s t r a t i o n  o f  w o r k ,  a n d  s t a f f  
a d m i n i s t r a t i o n ,  t h e  D/ACC w a s  e x p e c t e d  t o  f o c u s  o n  
i m p r o v i n g  p e r f o r m a n c e  a n d  s t a f f  d e v e l o p m e n t .  T h e r e f o r e ,  
t h e  s a m e  p a t t e r n  o f  r e q u i r e m e n t s  a s  w a s  s e e n  i n  t h e  c a s e  o f  
t h e  LM w a s  r e p e a t e d  h e r e .  T h e  m a n a g e r s  i n  t h e  c e n t r a l i s e d  
o r g a n i s a t i o n s  w e r e  e x p e c t e d  t o  f o c u s  m o r e  o n  
m a i n t a i n g / a d m i n i s t r a t i o n  o f  t h e  d i f f e r e n t  a s p e c t s  o f  t h e i r  
w o r k  w h i l s t  t h e  m a n a g e r  o f  t h e  d e c e n t r a l i s e d  o r g a n i s a t i o n  
w a s  e x p e c t e d  t o  c o n c e n t r a t e  o n  d e v e l o p m e n t .  I n  s o m e  c a s e s ,  
t h e  d i f f e r e n c e s  w e r e  a  m a t t e r  o f  d e g r e e  ( s u c h  a s  ' i m p r o v i n g  
p e r f o r m a n c e '  , ' a d m i n i s t r a t i o n  o f  g e n e r a l  w o r k ' , 
' a d m i n i s t r a t i o n  o f  s t a f f '  a n d  ' s t a f f  d e v e l o p m e n t ' )  w h i l s t  
i n  o t h e r s  o f  n o  i m p o r t a n c e  a t  a l l  ( ' m a i n t a i n i n g  
p e r f o r m a n c e '  , a s  i n  t h e  c a s e  o f  t h e  D/ACC;  f i n a n c e  a s  i n  
t h e  c a s e  o f  t h e  A / Q M ) .
A c l o s e r  e x a m i n a t i o n  o f  t h e  e m p h a s i s  o f  r o l e  e x p e c t a t i o n s  
o f  t h e  m a n a g e r s ,  h o w e v e r ,  i n d i c a t e s  l i t t l e  e v i d e n c e  o f  t h e  
i m p a c t  o f  s t r u c t u r e  o n  t h e  m a n a g e r i a l  w o r k  i n  d i f f e r e n t  
o r g a n i s a t i o n s .  I n  s t a f f  a d m i n i s t r a t i o n ,  t h e  A/QM w a s  
e x p e c t e d  t o  f o c u s  o n  a d  h o c  o r  p r o b l e m a t i c  m a t t e r s  w h i l s t  
t h e  C/SPM a n d  t h e  D/ACC w e r e  e x p e c t e d  t o  t a k e  c a r e  o f  
r o u t i n e  s t a f f i n g  i s s u e s .  I n  g e n e r a l  a d m i n i s t r a t i o n  o f  
w o r k ,  a l l  t h e s e  m a n a g e r s ,  r e g a r d l e s s  o f  t h e  s t r u c t u r e  o f  
t h e i r  o r g a n i s a t i o n s ,  w e r e  e x p e c t e d  t o  s o l v e  p r o b l e m s .  I n  
s t a f f  d e v e l o p m e n t ,  o n l y  t h e  C/SPM w a s  e x p e c t e d  t o  d i r e c t  
h i s  w o r k  g r o u p  t o  ' l o o k '  o u t s i d e  -  ' i n c r e a s e  s t a f f  s o c i a l  
r e s p o n s i b i l i t i e s '  -  w h e r e a s  t h e  o t h e r  t w o  SP w e r e  e x p e c t e d  
t o  f o c u s  o n  t h e  p e r f o r m a n c e  o f  t h e i r  w o r k  g r o u p  o n l y  
w i t h o u t  a n y  c o n s i d e r a t i o n  o f  t h e  i m p a c t  o f  t h e  s t a f f  
p e r f o r m a n c e  t o w a r d s  t h e  p u b l i c  a t  l a r g e .  T h e  s i t u a t i o n  i n  
t h e  f o r m e r  m i g h t  b e  r e l a t e d  t o  t h e  i d e o l o g i e s  w h i c h  C o m p a n y  
C u s e d  t o  m o t i v a t e  i t s  e m p l o y e e s  p e r f o r m a n c e  -  t h e  
o r g a n i s a t i o n  a s  a  ' f a m i l y  w i t h  a  m i s s i o n ' .
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T h e  a d m i n i s t r a t i o n  o f  f i n a n c e  f i g u r e d  m o r e  h i g h l y  i n  t h e  
c a s e  o f  t h e  D/ACC t h a n  t h e  o t h e r s .  As  a n  A c c o u n t a n t  i n  t h e  
o r g a n i s a t i o n ,  t h e  m a i n  t a s k s  w h i c h  s h e  w a s  e x p e c t e d  t o  
p e r f o r m  w e r e  b a s i c a l l y  p r o c e s s i n g  f i n a n c i a l - r e l a t e d  
p a p e r w o r k .  H o w e v e r ,  s h e  w a s  a l s o  e x p e c t e d  t o  s u b m i t  t h e  
b u d g e t  o f  h e r  s t a f f  s a l a r i e s ,  s u g g e s t i n g  t h a t  s h e  d e c i d e d  
o n  t h e  s a l a r y  s c a l e  o f  h e r  s t a f f  w h i c h  w a s  m a d e  p o s s i b l e  b y  
t h e  r e i n t e g r a t i o n  o f  s o m e  o f  t h e  o w n e r s h i p  f u n c t i o n s  i n t o  
t h e  w o r k  p r o c e s s .  I n  ' t h e  c e n t r a l i s e d  o r g a n i s a t i o n ,  t h i s  
e x p e c t a t i o n  w a s  a b s e n t .
T h e r e f o r e ,  i t  c a n  b e  s u m m a r i s e d  t h a t  t h e  l i n k  b e t w e e n  
S p e c i a l i s t  j o b s  a n d  t h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n s  
o c c u r r e d  i n  o n l y  a  f e w  a r e a s  o f  e x p e c t a t i o n s ,  r e l a t i n g  t o  
t h e  b a l a n c e  t h e y  w e r e  e x p e c t e d  t o  g i v e  t o  t h e
a d m i n i s t r a t i v e  o r  t h e  d e v e l o p m e n t a l  a s p e c t s  o f  t h e i r  w o r k .  
T h i s  p r o b a b l y  r e f l e c t s  t h e  h i g h l y  t e c h n i c a l  o r  s p e c i a l i s e d  
n a t u r e  o f  t h e  j o b  d o m a i n s .
7 . 4 . 4  T h e  M u l t i - F u n c t i o n  M a n a g e r s  ( M L F )
T h e  A / S S M  a n d  C / C D T M  o f  t h e  C e n t r a l i s e d
O r g a n i s a t i o n  a n d  t h e  D / A D M  o f  t h e  D e c e n t r a l i s e d  
O r g a n i s a t i o n s
G e n e r a l l y ,  a t  t h e  a g g r e g a t e  l e v e l ,  t h e r e  w a s  l i t t l e  
d i f f e r e n c e  b e t w e e n  e x p e c t a t i o n s  o n  t h e  j o b s  o f  m a n a g e r s  i n  
t h e  c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  o r g a n i s a t i o n s .  T h e  o n l y  
a p p a r e n t  d i f f e r e n c e  w a s  i n  t h e  i m p o r t a n c e  a t t a c h e d  t o  
g e n e r a l  a d m i n i s t r a t i o n  o f  w o r k  -  m e d i u m  f o r  c e n t r a l i s e d  b u t  
w e a k  f o r  d e c e n t r a l i s e d .  T h e  r e m a i n i n g  d i f f e r e n c e s  w e r e  
m a i n l y  j o b - r e l a t e d  ( s u c h  a s  t h e  m a i n t e n a n c e  o f  o v e r a l l  
p e r f o r m a n c e ,  s e r v i c e / p r o d u c t  q u a l i t y ,  t h e  a d m i n i s t r a t i o n  
o f  c u s t o m e r ,  v e n d o r /  s u p p l i e r ,  f i n a n c i a l ,  p r e m i s e s ,
e q u i p m e n t  a n d  m a t e r i a l s ) .
H o w e v e r ,  a l t h o u g h  m a i n t a i n i n g  o v e r a l l  p e r f o r m a n c e  a p p e a r e d  
t o  b e  j o b - d e p e n d e n t ,  s u c h  d e p e n d e n c y  w a s  a l s o  a t t r i b u t a b l e
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t o  t h e  s t r a t e g y  u p o n  w h i c h  t h e  o r g a n i s a t i o n  i s  p u r s u i n g  
w h i c h  h a d  i m p l i c a t i o n s  f o r  t h e  d e g r e e  o f  i m p o r t a n c e  
a t t a c h e d  t o  i t .  C o m p a n y  C, d u r i n g  t h e  s t u d y  d u r a t i o n ,  w a s  
c o n c e n t r a t i n g  o n  o v e r a l l  p e r f o r m a n c e ,  w h i c h  w a s  o n e  o f  t h e  
r e s p o n s i b i l i t i e s  o f  t h e  C/CDTM. T h e r e f o r e ,  t h e r e  w a s  a  
m o d e r a t e  i m p o r t a n c e  a t t a c h e d  t o  m a i n t a i n i n g  p e r f o r m a n c e  i n  
C o m p a n y  C b u t  t h i s  w a s  w e a k  i n  t h e  o t h e r  t w o  o r g a n i s a t i o n s  
( i . e .  C om pa ny  A a n d  D ) . N e v e r t h e l e s s ,  i n  t h i s  m a t t e r ,  t h e  
d i f f e r e n c e  w a s  o n l y  a  m a t t e r  o f  d e g r e e .
I t  a l s o  a p p e a r e d  t h a t  t h e  A/SSM w a s  e x p e c t e d  t o  g i v e  
m o d e r a t e  a t t e n t i o n  t o  f i n a n c e  b u t  s u c h  e x p e c t a t i o n s  w e r e  
a b s e n c e  i n  t h e  c a s e  o f  t h e  C/CDTM. T h e  m o d e r a t e  
e x p e c t a t i o n s  o n  t h e  A/SSM t o  p e r f o r m  a c t i v i t i e s  r e l a t e d  t o  
f i n a n c e ,  h o w e v e r ,  w e r e  m a i n l y  r o u t i n e ,  p a p e r w o r k  a c t i v i t i e s  
r a t h e r  t h a n  r e s p o n s i b i l i t y  f o r  a u t o n o m y  o v e r  f i n a n c i a l  
r e s o u r c e s .  T h e  D/ADM, o n  t h e  o t h e r  h a n d ,  w o r k i n g  i n  a  
d e c e n t r a l i s e d  o r g a n i s a t i o n ,  w a s  n o t  e x p e c t e d  t o  h a n d l e  a n y  
a c t i v i t i e s  r e l a t e d  t o  f i n a n c e .  T h i s  w a s  d u e  t o  t h e  
d i v i s i o n  o f  w o r k  p r o c e s s  i n  t h e  o r g a n i s a t i o n ,  w h e r e  j o b s  
w e r e  d i v i d e d  i n t o  b r o a d  f u n c t i o n a l  a c t i v i t i e s  a n d  w h e r e  
f i n a n c e  w a s  t i g h t l y  u n d e r  t h e  c o n t r o l  o f  a  s e p a r a t e  
d i v i s i o n .  T h e  e x p e c t a t i o n s  a l s o  r e f l e c t e d  t h e  d e g r e e  o f  
c o n t r o l  o v e r  f i n a n c i a l  r e s o u r c e s  i n  h i s  o r g a n i s a t i o n ,  a s  
w e l l  a s  t h e  r e q u i r e m e n t s  o n  h i m  t o  b e  c o s t  c o n s c i o u s  . T h i s  
s u g g e s t s  t h a t  o n e  o f  t h e  c o n t r o l  m e c h a n i s m s  w a s  n o t  o n  
f i n a n c i a l  r e s u l t s  b u t  m o r e  t o  o n  e n s u r i n g  u s e  o f  a v a i l a b l e  
r e s o u r c e s .
As  f a r  a s  t h e  a d m i n i s t r a t i o n  o f  s t a f f  r e q u i r e m e n t s  w a s  
c o n c e r n e d ,  a s  w i t h  o t h e r  t y p e s  . o f  j o b s ,  t h e r e  w a s  n o  
r e l a t i o n s h i p  w i t h  o r g a n i s a t i o n a l  s t r u c t u r e .  A l l  t h e  MLF 
w e r e  e x p e c t e d  t o  b e  s t r o n g l y  i n v o l v e d  i n  ' S t a f f  
A d m i n i s t r a t i o n ' . S p e c i f i c  e x p e c t a t i o n s  o n  t h e  m a n a g e r s ,  
h o w e v e r ,  d i f f e r e d  s u b s t a n t i a l l y ,  p a r t l y  d u e  t o  t h e  w o r k  
o r g a n i s a t i o n s .  I n  t h e  c e n t r a l i s e d  o r g a n i s a t i o n s ,  t h e  
m a n a g e r s  w e r e  d i r e c t e d  t o w a r d s  t h e  i n t e r n a l  m a n a g e m e n t  o f
s t a f f  w i t h i n  t h e i r  u n i t s ,  w h i l s t  i n  t h e  d e c e n t r a l i s e d  
o r g a n i s a t i o n s ,  t h e  m a n a g e r  w a s  e x p e c t e d  t o  t a k e  c a r e  o f  t h e  
s t a f f  i n  o n e  o f  t h e  o r g a n i s a t i o n ' s  s u b s i d i a r i e s ,  b e s i d e s  
h e r  own u n i t .  On t h e  o t h e r  h a n d ,  a l t h o u g h ,  t h e  D/ADM w a s  
e x p e c t e d  t o  t a k e  c a r e  o f  s t a f f  w i t h i n  a n d  o u t s i d e  h e r  
u n i t s ,  h e r  t a s k s  m a i n l y  i n v o l v e d  r o u t i n e ,  a d m i n i s t r a t i v e  
w o r k .
B r o a d l y  s p e a k i n g ,  t h e  j o b  c o n t e n t  o f  t h e s e  m a n a g e r s  
d i f f e r e d  s l i g h t l y  i n  n a t u r e  a n d  e m p h a s i s .  B e i n g
r e s p o n s i b l e  f o r  m u l t i p l e  f u n c t i o n s ,  t h e  m a n a g e r s ,  
r e g a r d l e s s  o f  t h e  s t r u c t u r e  o f  t h e i r  o r g a n i s a t i o n s ,  
a p p e a r e d  t o  h a v e  a  m o r e  g e n e r a l  m a n a g e m e n t  c o m p o n e n t ,  
c o n c e n t r a t i n g  o n  b r o a d  a g e n d a  i s s u e s ,  l e a d i n g  t o  b r o a d  
r a n g e  o f  d e c i s i o n s .
T h e  m a n a g e r s  i n  d i f f e r e n t  o r g a n i s a t i o n a l  s t r u c t u r e  d i f f e r e d  
i n  t h e i r  f o c u s  a n d  d e g r e e  o f  r e s p o n s i b i l i t y  a n d  a u t o n o m y  
a t t a c h e d  t o  j o b s  r e l a t e d  t o  u n i t s  w i t h i n  t h e i r  
o r g a n i s a t i o n s  b u t  e x t e r n a l  t o  t h e i r  u n i t s .  T h e  D/ADM w a s  
g i v e n  a u t h o r i t y  a n d  a u t o n o m y  o v e r  e x t e r n a l  a s p e c t s  o f  h e r  
u n i t  - s u b s i d i a r y ' s  p e r s o n n e l ,  p r e m i s e s ,  e q u i p m e n t  a n d  
m a t e r i a l s  - w h i l s t  h e r  c o u n t e r p a r t s  i n  t h e  c e n t r a l i s e d  
o r g a n i s a t i o n s  w e r e  p r i m a r i l y  e x p e c t e d  t o  f o c u s  o n  i s s u e s  
r e l a t e d  t o  t h e i r  u n i t s .  I n  c o n t r a s t ,  t h e  C/CDTM, w h e n  
r e q u i r e d  t o  h a n d l e  i s s u e s  w i t h i n  t h e  o r g a n i s a t i o n *  b u t  
o u t s i d e  t h e  u n i t  u n d e r  c o n t r o l  ( w i t h  r e s p e c t  t o  h i s  
r e s p o n s i b i l i t y  o v e r  s t a f f  t r a i n i n g  a n d  d e v e l o p m e n t  i n  
g e n e r a l ) ,  h a d  n o  f o r m a l  a u t h o r i t y  o v e r  t h e  u n i t s .
I n  s u m ,  t h e  r e l a t i o n s h i p  b e t w e e n  t h e  j o b s  o f  t h e  MLF a n d  
o r g a n i s a t i o n a l  s t r u c t u r e  a p p e a r e d  t o  b e  m i n i m a l . T h e  
v a r i a t i o n s  i n  t h e  j o b s  o f  t h e  MLF w e r e  m o r e  i o b  d e p e n d e n t ,  
a n d  i n  s o m e  c a s e s  r e l a t e d  t o  s i t u a t i o n a l  d e m a n d s .
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T h e  f i n d i n g s  t h e r e f o r e  p r o v i d e  m i x e d  e v i d e n c e  o n  t h e  
l i n k a g e  b e t w e e n  m a n a g e r i a l  w o r k  a n d  o r g a n i s a t i o n a l  
s t r u c t u r e .  T h e  l i n k a g e s  w a s  s t r o n g e r  i n  t h e  j o b s  o f  l i n e  
m a n a g e r s  t h a n  i n  s u p p o r t  o r  s e r v i c e  f u n c t i o n s  m a n a g e r s .
T h e  m o s t  d i s t i n g u i s h i n g  d i f f e r e n c e  b e t w e e n  t h e  d i f f e r e n t  
t y p e s  o f  s t r u c t u r e  w a s  t h e  e m p h a s i s  g i v e n  t o  a d m i n i s t r a t i o n  
v e r s u s  d e v e l o p m e n t .  I n  m o s t  c a s e s ,  m a n a g e r s  i n  t h e  
c e n t r a l i s e d  o r g a n i s a t i o n s  w e r e  e x p e c t e d  t o  b e  p r e o c c u p i e d  
w i t h  a d m i n i s t r a t i o n  o f  t h e  d i f f e r e n t  a r e a s  o f  w o r k ,  
p a r t i c u l a r l y  g e n e r a l  w o r k  a n d  s t a f f .  A t i g h t l y  c o n t r o l l e d  
s y s t e m  d i d  n o t  p e r m i t  t h e  m a n a g e r s  t o  b e  e n t e r p r i s i n g  a n d  
t h e y  w e r e  g e n e r a l l y  r e q u i r e d  t o  o v e r s e e  a n d  m a i n t a i n  a n  
e x i s t i n g  s y s t e m  a n d  b e  i n v o l v e d  i n  r o u t i n e  r a t h e r  t h a n  a d  
h o c  a c t i v i t i e s .  I n  s h o r t ,  t h e  w o r k  p a t t e r n  e x p e c t e d  o f  
m a n a g e r s  i n  c e n t r a l i s e d  f o r m s  o f  o r g a n i s a t i o n  t e n d s  t o w a r d s  
e i t h e r  t h e  ' s y s t e m s  a d m i n i s t r a t i o n '  o r  ' s y s t e m s  
m a i n t e n a n c e '  ( S t e w a r t ,  1 9 7 6 ) ,  d e p e n d i n g  o n  t h e  d e g r e e  o f  
u n i f o r m i t y ,  s t a b i l i t y  a n d  f r e q u e n c y  o f  t r o u b l e s h o o t i n g  
i n v o l v e d  i n  t h e  j o b .
M a n a g e r s  i n  t h e  d e c e n t r a l i s e d / ' C l a n '  o r g a n i s a t i o n  w e r e  
r e q u i r e d  t o  g i v e  r e l a t i v e l y  m o r e  a t t e n t i o n  t o  t h e  
d e v e l o p m e n t a l  a s p e c t s  o f  t h e i r  r o l e ,  e s p e c i a l l y  o n  o v e r a l l  
p e r f o r m a n c e  a n d  f i n a n c e  a n d  t h e y  w e r e  e x p e c t e d  t o  g e n e r a t e  
m o r e  a c t i v i t i e s .  T h e s e  w o r k  p a t t e r n  o f  t h e  m a n a g e r s  i n  t h e  
d e c e n t r a l i s e d / ' C l a n '  o r g a n i s a t i o n  w e r e  m o r e  o f  t h e  ' m i x e d '  
p a t t e r n  ( S t e w a r t ,  1 9 7 6 )  b e c a u s e  t h e i r  j o b  d o m a i n  d i d  n o t  
r e q u i r e  s u s t a i n e d  a t t e n t i o n .
I r r e s p e c t i v e  o f  t h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n ,  t h e  
m a n a g e r s  w e r e  e x p e c t e d  t o  g i v e  a t t e n t i o n ,  i n  v a r y i n g  d e g r e e  
o f  i m p o r t a n c e ,  t o  g e n e r a l  w o r k  a n d  s t a f f  r e q u i r e m e n t s .  
N e v e r t h e l e s s ,  t h e  s p e c i f i c  e m p h a s i s  o n  d i f f e r e n t  m a n a g e r s  
i n  d i f f e r e n t  o r g a n i s a t i o n s  d i f f e r e d .
7 . 4 . 5  Summary
To a  l i m i t e d  e x t e n t ,  t h e  m a n a g e r s  w o r k i n g  i n  d i f f e r e n t  
o r g a n i s a t i o n s  a l s o  d i f f e r e d  i n  t h e i r  r o l e  e m p h a s i s .  
M a n a g e r s  i n  t h e  c e n t r a l i s e d  o r g a n i s a t i o n s  w e r e  e x p e c t e d  t o  
e m p h a s i s e  i n t e r n a l l y - d i r e c t e d  r o l e s ,  w h e r e a s  t h e  m a n a g e r s  
i n  t h e  d e c e n t r a l i s e d / ' C l a n '  o r g a n i s a t i o n  w e r e  e x p e c t e d  t o  
c o n s i d e r  e x t e r n a l  i s s u e s  a s  w e l l .
T h e  d i f f e r e n c e  i n  t h e  o r i e n t a t i o n  o f  r o l e  e x p e c t a t i o n s  l e d  
t o  v a r i a t i o n s  i n  t h e  s p e c i f i c  c o m p o n e n t s  o f  t h e  m a n a g e r s '  
j o b s .  E m p h a s i s i n g  i n t e r n a l  i s s u e s  c o n f i n e d  t h e  m a n a g e r s  i n  
c e n t r a l i s e d  o r g a n i s a t i o n s  t o w a r d s  a  m o r e  t e c h n i c a l  
a c t i v i t i e s  a n d  a  s p e c i a l i s t  a g e n d a .  On t h e  o t h e r  h a n d ,  t h e  
m a n a g e r s  i n  d e c e n t r a l i s e d / ' C l a n '  o r g a n i s a t i o n  a p p e a r e d  t o  
f o c u s  o n  m o r e  ' g e n e r a l '  m a n a g e m e n t ,  w i t h  w i d e r  i s s u e s  t o  
h a n d l e .
T h e r e f o r e ,  i n  t h i s  s t u d y ,  H a l e s ' s  ( 1 9 8 9 )  h y p o t h e s e s  
r e l a t i n g  t o  t h e  c o n t e n t  o f  m a n a g e r i a l  j o b s  i n  d i f f e r e n t  
o r g a n i s a t i o n s  a r e  p a r t i a l l y  s u p p o r t e d .  T h e  s p e c u l a t i o n  
t h a t  m a n a g e r s  j o b s  i n  h i g h l y  f r a g m e n t e d  o w n e r s h i p  a n d  
m a n a g e m e n t  f u n c t i o n s  h a v e  a  r e l a t i v e l y  h e a v y  t e c h n i c a l  
c o m p o n e n t  a n d  t h a t  m a n a g e r i a l  j o b s  w h o s e  f u n c t i o n s  w e r e  
l e s s  d e f i n e d  h a v e  a  m o r e  g e n e r a l  m a n a g e m e n t  c o m p o n e n t  a n d  
g r e a t e r  c h o i c e  i n  t h e i r  j o b  d o m a i n s  a r e  s u p p o r t e d  b y  t h e  
e v i d e n c e .
I n  t h e  n e x t  s e c t i o n ,  we w i l l  e x a m i n e  t h e  e x t e n t  o f  t h e  
r e l a t i o n s h i p  b e t w e e n  o r g a n i s a t i o n a l  s t r u c t u r e  a n d  
m a n a g e r i a l  w o r k  a s  p r a c t i s e d .
7 . 5  C O M P A R A T I V E  A N A L Y S I S  O F  M A N A G E R I A L  W ORK A S  P R A C T I S E D  -  
T H E  C / C D T M  O F  H I G H L Y  C E N T R A L I S E D  O R G A N I S A T I O N  A N D  T H E  
D / A D M  O F  P A R T I A L L Y  D E C E N T R A L I S E D  O R G A N I S A T I O N
T h e  a v a i l a b l e  d a t a  o n l y  p e r m i t t e d  d i r e c t  c o m p a r i s o n  o f  t w o  
c o m p a r a b l e  m a n a g e r s  -  t h e  C/CDTM a n d  t h e  D/ADM - f r o m
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c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  r e s p e c t i v e l y .  
By c o m p a r i n g  t h e  w o r k  o f  t h e  t w o  m a n a g e r s ,  o r g a n i s a t i o n a l  
s t r u c t u r e  w a s  t h e  k e y  v a r i a b l e ,  w h i l s t  o t h e r  i n t e r v e n i n g  
v a r i a b l e s ,  s u c h  a s  t y p e  o f  b u s i n e s s  ( i . e .  a p p a r e l ) ,  e t h n i c  
b a c k g r o u n d  ( C h i n e s e ) , o w n e r s h i p  c o n t r o l  a n d ,  c r u c i a l l y ,  t h e  
j o b ,  r e m a i n e d  r e l a t i v e l y  c o n s t a n t .
T h i s  s e c t i o n  w i l l  e m p h a s i s e  t h e  b r o a d  s i m i l a r i t i e s  a n d  
d i f f e r e n c e s  b e t w e e n  t h e  r o l e  p e r f o r m a n c e  o f  t h e  m a n a g e r s .  
T h e  a n a l y s i s  w i l l  f o c u s  o n  t h r e e  m a i n  a r e a s :  f i r s t ,  t h e
d i s t r i b u t i o n  o f  t i m e  b e t w e e n  a c t i v i t i e s ;  s e c o n d ,  how t h e  
m a n a g e r s  d i d  t h e i r  w o r k ;  t h i r d ,  d e g r e e  o f  c o n g r u e n c e  
b e t w e e n  r o l e  e x p e c t a t i o n s  a n d  r o l e  p e r f o r m a n c e .
7 . 5 . 1  D i s t r i b u t i o n  o f  t i m e  b e t w e e n  a c t i v i t i e s
I n  t e r m s  o f  n u m b e r  o f  h o u r s  w o r k e d  b y  t h e  m a n a g e r s ,  t h e  
w o r k  p a t t e r n  o f  t h e  D/ADM w a s  m o r e  f r a g m e n t e d  ( a v e r a g e  o f
1 . 3  9 m i n  p e r  a c t i v i t y . )  t h a n  t h a t  o f  t h e  C/CDTM. T h e  
d e g r e e  o f  f r a g m e n t a t i o n  o f  t h e  w o r k  p a t t e r n  o f  t h e  m a n a g e r s  
r e f l e c t e d  t h e  r a n g e  o f  i s s u e s  w h i c h  t h e  m a n a g e r s  w e r e  
a c t i v e l y  p u r s u i n g  a t  a  p a r t i c u l a r  t i m e ,  i n  t h i s  c a s e  t h e  
w e e k  u n d e r  o b s e r v a t i o n .
T h e  n u m b e r  o f  i s s u e s  h a n d l e d  a t  a  p a r t i c u l a r  t i m e  p e r i o d ,  
m i g h t  b e  l i n k e d  t o  t h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n .  T h e  
D/ADM, w i t h  a  h i g h e r  d e g r e e  o f  a u t o n o m y  a n d  a u t h o r i t y  o v e r  
h e r  w o r k ,  w a s  a b l e  t o  s p e n d  m o r e  t i m e  a b s o r b i n g  i s s u e s  t h a n  
t h e  C/CDTM w h o s e  f l e x i b i l i t y  a n d  a u t h o r i t y  w a s  c o n s t r a i n e d  
b y  t h e  h i g h l y  c e n t r a l i s e d  s y s t e m  a n d  who  w a s  f o c u s e d  o n  t w o  
m a i n  a r e a s  ( i . e .  i m p r o v i n g  p e r f o r m a n c e  a n d  s t a f f  
d e v e l o p m e n t )  w h i c h  w e r e  t h e  a r e a s  o f  p r i m e  c o n c e r n  t o  h i s  
s u p e r i o r s .
A d d i t i o n a l  s u p p o r t  f o r  t h e  l i n k  b e t w e e n  m a n a g e r i a l  w o r k  a s  
p r a c t i s e d  a n d  o r g a n i s a t i o n a l  s t r u c t u r e  i s  p r o v i d e d  b y  t h e  
d e t a i l e d  a n a l y s i s  o f  t h e  d i s t r i b u t i o n  o f  t i m e  a m o n g s t  t h e
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I n  t e r m s  o f  t i m e  d i s t r i b u t i o n ,  t h e  C/CDTM p u t  r e l a t i v e l y  
m o r e  e m p h a s i s  o n  o v e r a l l  p e r f o r m a n c e  a n d  s t a f f  d e v e l o p m e n t .  
T h e s e  s p e c i f i c  r e s p o n s i b i l i t i e s  w e r e  d e f i n e d  c e n t r a l l y  a n d  
w e r e  n o t  a  m a t t e r  o f  c h o i c e  o n  t h e  p a r t  o f  t h e  C/CDTM, a n  
i n d i c a t i o n  o f  a  c e n t r a l i s e d  o r g a n i s a t i o n .  On t h e  o t h e r  
h a n d ,  t h e  D/ADM p u t  m o r e  e m p h a s i s  o n  g e n e r a l  w o r k  a n d  s p e n t  
r e l a t i v e l y  m o r e  t i m e  t a k i n g  c a r e  o f  p r e m i s e s ,  e q u i p m e n t  a n d  
m a t e r i a l s .  T h e s e  a c t i v i t i e s  b y  t h e  D/ADM w e r e  a n  
i n d i c a t i o n  o f  b o t h  t h e  n a t u r e  o f  t h e  j o b ,  a s  w e l l  a s  
o p e r a t i o n a l  r e s p o n s i b i l i t y  a n d  a u t o n o m y  w i t h i n  a  
d e c e n t r a l i s e d  o r g a n i s a t i o n .
7 . 5 . 2  D i s t r i b u t i o n  o f  t i m e  b e t w e e n  w o r k  p a t t e r n
V a r i a t i o n s  i n  t h e  p a t t e r n  o f  m a n a g e r i a l  w o r k  w e r e  m o r e  
a p p a r e n t  f r o m  t h e  a n a l y s i s  o f  how  m a n a g e r s  p e r f o r m e d  t h e i r  
w o r k .  T h e  C/CDTM s p e n t  a l m o s t  3 6% o f  h i s  t i m e  i n t e r a c t i n g  
w i t h  o t h e r  p e o p l e ,  a n d  m o r e  o n  s c h e d u l e d  m e e t i n g s ,  m a i n l y  
a t  c o n f e r e n c e  r o o m s .  T h e  l o n g  h o u r s  s p e n t  i n  f o r m a l  
m e e t i n g s  i s  a  t y p i c a l  c h a r a c t e r  o f  c e n t r a l i s e d  
o r g a n i s a t i o n s ,  w i t h  h i e r a r c h i c a l  t y p e s  o f  c o n t r o l .  I n  
s h a r p  c o n t r a s t ,  h i s  c o u n t e r p a r t  i n  t h e  d e c e n t r a l i s e d  
o r g a n i s a t i o n  s p e n t  a  m i n i m a l  a m o u n t  o f  t i m e  i n  f o r m a l  
m e e t i n g s  ( 1 .5 6 % )  . T h e  D/ADM l i a i s e d  m o r e  i n  a n  i n f o r m a l  
m a n n e r  ( 6 4 . 6 9 % )  a n d  t e l e p h o n e  c a l l s  ( 2 3 . 8 7 % ) .  T h e  h i g h  
p r o p o r t i o n  o f  t i m e  o n  p h o n e  c a l l s  w a s  d u e  t o  t h e  s c a t t e r e d  
l o c a t i o n s  o f  h e r  s u b o r d i n a t e s  a n d  c o m p a n y ' s  s u b s i d i a r i e s .
I n  t e r m s  o f  c o n t a c t  p a t t e r n s ,  t h e  C/CDTM e x h i b i t e d  m o r e  o f  
t h e  ' p e e r - d e p e n d e n t '  t y p e  w h i l s t  t h e  D/ADM d e p i c t e d  t h e  
' m a n - m a n a g e m e n t '  t y p e  ( S t e w a r t ,  1 9 7 6 )  . T h e  n a t u r e  o f  t h e  
C /C D T M 's  c o n t a c t  p a t t e r n  w a s  a n  o u t c o m e  o f  t h e  h i g h l y  
f r a g m e n t e d  m a n a g e m e n t  f u n c t i o n s  o f  t h e  c e n t r a l i s e d  
o r g a n i s a t i o n s  - w h e r e  t o t a l  w o r k  p r o c e s s  w e r e  s e p a r a t e d  b u t  
h i g h l y  i n t e r d e p e n d e n t .  On t h e  o t h e r  h a n d ,  t h e  m a n a g e m e n t
m a n a g e r s  work a r e a s .
f u n c t i o n s  i n  t h e  d e c e n t r a l i s e d  o r g a n i s a t i o n s  w e r e  l e s s  
c l o s e l y  d e f i n e d  a n d  t h e r e  a p p e a r e d  t o  b e  a  f l u i d  b o u n d a r y  
b e t w e e n  f u n c t i o n a l  d e p a r t m e n t s .
I n  t e r m s  o f  p l a c e  o f  w o r k ,  t h e r e  a p p e a r e d  t o  b e  a  s t r o n g  
l i n k  w i t h  s t r u c t u r a l  a r r a n g e m e n t s  o f  t h e  o r g a n i s a t i o n .  T h e  
C/CDTM s p e n t  a  h i g h e r  p r o p o r t i o n  o f  h i s  t i m e  a t  c o n f e r e n c e  
r o o m s  w h i l s t  t h e  D/ADM, s p e n t  a  l o t  o f  t i m e  i n  h e r  o f f i c e  
o n  p a p e r w o r k  a c t i v i t i e s ,  w i t h  s c h e d u l e d  m e e t i n g s  b e t w e e n  
s u p e r i o r - s u b o r d i n a t e  m i n i m a l .  T h e  c o n t r o l  s y s t e m  i n  t h e  
d e c e n t r a l i s e d  o r g a n i s a t i o n  o p e r a t e d  t h r o u g h  b i w e e k l y  
r e p o r t s  w h i l s t  i n  t h e  c e n t r a l i s e d  o r g a n i s a t i o n  i t  g e n e r a t e d  
t h r o u g h  f r e q u e n t ,  f o r m a l  m e e t i n g s  a n d  m o n t h l y  m a n a g e m e n t  
r e p o r t s .
T h e  a n a l y s i s  o f  p l a c e s  o f  w o r k  a l s o  s h o w e d  o t h e r  v a r i a t i o n s  
i n  t h e  w o r k  p a t t e r n  o f  t h e  m a n a g e r s  w o r k i n g  i n  d i f f e r e n t  
o r g a n i s a t i o n a l  s t r u c t u r e s .  T h e  C/CDTM, u n d e r  s u p e r i o r s '  
d i r e c t i v e s ,  h a d  t o  g o  o f f - s i t e  - a t t e n d i n g  m e e t i n g s  w i t h  
s u p p l i e r s  a n d  a c c o m p a n y i n g  s t a f f  a t t e n d i n g  t h e  t r a i n i n g  
p r o g r a m m e  o u t s i d e  c o m p a n y ' s  p r e m i s e s ,  a n d  t h e  d i r e c t i v e s  
w a s ,  r a t h e r  s p o n t a n e o u s  -  a n  o u t c o m e  o f  t h e  m o n t h l y  m e e t i n g  
a t t e n d e d  d u r i n g  t h e  o b s e r v a t i o n  w e e k .  F u r t h e r ,  s i n c e  t h e  
t a s k  w a s  d i r e c t e d  t o  h i m  b y  h i s  s u p e r i o r ,  h e  w a s  u n a b l e  t o  
d e l e g a t e  i t  t o  h i s  s u b o r d i n a t e s .  H i s  c o u n t e r p a r t  i n  t h e  
d e c e n t r a l i s e d  o r g a n i s a t i o n  a p p e a r e d  t o  h a v e  g r e a t e r  c h o i c e  
o v e r  h e r  w o r k  d o m a i n .  W i t h  t h e  f l e x i b i l i t y  a n d  a u t o n o m y  
o v e r  h e r  w o r k ,  i n  h a n d l i n g  t a s k s  w h i c h  r e q u i r e d  h e r  t o  g o  
o f f - s i t e ,  s h e  w o u l d  d e t e r m i n e  w h e t h e r  t o  g o  o r  t o  d e l e g a t e  
s u c h  t a s k  t o  h e r  s u b o r d i n a t e s .
7 . 5 . 3  C o n g r u e n c e  b e t w e e n  e x p e c t e d  a n d  a c t u a l
p e r f o r m a n c e
V a r i a t i o n s  b e t w e e n  m a n a g e r s  i n  d i f f e r e n t  o r g a n i s a t i o n a l  
s t r u c t u r e s  w e r e  m i n i m a l  w h e n  a n a l y s e d  i n  t e r m s  o f  
c o n g r u e n c e  b e t w e e n  r o l e  e x p e c t a t i o n s  a n d  r o l e  p e r f o r m a n c e .
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B o t h  m a n a g e r s  a p p e a r e d  t o  s p e n d  t i m e  p e r f o r m i n g  a c t i v i t i e s  
s i g n i f i c a n t l y  r e q u i r e d  o f  t h e m  a n d  a c k n o w l e d g e d  m o s t  o f  t h e  
e x p e c t a t i o n s  o r i g i n a t i n g  f r o m  t h e i r  s u p e r i o r s .  T h e  l a c k  o f  
a  c l e a r l y  d e f i n e d  j o b  f o r  t h e  m a n a g e r s  i n  b o t h  
o r g a n i s a t i o n s  h a d  r e s u l t e d  i n  t h e m  b e i n g  p r e o c c u p i e d  i n  
m e e t i n g  t h e  n e e d s  a n d  r e q u i r e m e n t s  f r o m  ' a b o v e ' , t h u s ,  
l e a v i n g  l e s s  t i m e  t o  a t t e n d  t o  t h e  n e e d s  o f  t h e  
s u b o r d i n a t e s .  A c t i v i t i e s  s t r o n g l y  e x p e c t e d  b y  t h e
s u b o r d i n a t e s  w e r e  g i v e n  s e c o n d  p l a c e .
M i n i m a l  a t t e n t i o n  g i v e n  b y  b o t h  m a n a g e r s  t o  t h e  
e x p e c t a t i o n s  o f  s u b o r d i n a t e s  m ay  b e  d u e  t o  l i m i t e d  a c c e s s  
f o r  s u b o r d i n a t e s  t o  c h a n n e l  o r  c o m m u n i c a t e  t h e i r  s i t u a t i o n s  
( r e q u i r e m e n t s ,  d i s s a t i s f a c t i o n  o r  g r i e v a n c e s ) . T h i s  m a y  b e  
r e l a t e d  t o  t h e  p r e d o m i n a n t  e t h n i c  n o r m s  a n d  v a l u e s  i n h e r e n t  
i n  b o t h  o r g a n i s a t i o n s  w h e r e  t h e  r e l a t i o n s h i p  b e t w e e n  a  
s u p e r i o r  a n d  a  s u b o r d i n a t e  i s  l i k e  t h e  f a t h e r  a n d  s o n  
r e l a t i o n s h i p .  I n  a  C h i n e s e  ( a n d  I n d i a n )  o r g a n i s a t i o n ,  
v a l u e s  o f  m u t u a l  o b l i g a t i o n  r e q u i r e  t h e  e m p l o y e r  t o  g i v e  
h i s  e m p l o y e e s  s o m e  p r o t e c t i o n  i n  e x c h a n g e  f o r  l o y a l t y  a n d  
c o m m i t m e n t  ( A b d u l l a h ,  1 9 9 2 )  .
H o w e v e r ,  b e t w e e n  t h e  t w o  m a n a g e r s ,  t h e  D/ADM s e e m e d  t o  b e  
m o r e  s e n s i t i v e  t o  t h e  n e e d s  o f  h e r  s t a f f  t h a n  t h e  C/CDTM. 
I n  a  w a y ,  t h i s  v a r i a t i o n  m a y  b e  r e l a t e d  t o  t h e  s t r u c t u r e  o f  
t h e  o r g a n i s a t i o n .  T h e  D/ADM h a d  f u l l  a u t o n o m y  o v e r  h e r  
j o b ,  t h u s ,  p r o v i d i n g  h e r  s o m e  f l e x i b i l i t y  i n  t h e  m a n n e r  i n  
w h i c h  s h e  h a n d l e d  t h e  d e l e g a t e d  t a s k s  a n d  c o n t r o l  o v e r  h e r  
j o b  d o m a i n ,  a s  w e l l  a s  t h e  e x i s t e n c e  o f  l a b o u r  u n i o n s  i n  
t h e  o r g a n i s a t i o n .  T h e  C/CDTM, o n  t h e  o t h e r  h a n d ,  h a d  
l i m i t e d  a u t o n o m y  o v e r  h i s  w o r k .  He h a d  t o  r e p o r t  
c o n s t a n t l y  t o  h i s  s u p e r i o r  o f  h i s  w o r k  p r o g r e s s  a n d  p r o c e e d  
o n l y  a f t e r  t h e  s u p e r i o r  g a v e  a  ' g r e e n '  l i g h t .  F u r t h e r ,  
t h e r e  w e r e  n o  l a b o u r  u n i o n s  a m o n g  t h e  e m p l o y e e s .
T h e  D/ADM a p p e a r e d  t o  p e r f o r m  m o r e  a c t i v i t i e s  w h i c h  w e r e  
n o t  e x p e c t e d  o f  h e r  t h a n  t h e  C/CDTM. T h e  o p p o r t u n i t y  f o r
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p r o a c t i v i t y  w a s  e x h i b i t e d  m o r e  i n  t h e  c a s e  o f  t h e  MLF o f  
t h e  d e c e n t r a l i s e d  o r g a n i s a t i o n  p r i m a r i l y  b e c a u s e  o f  t h e  
h i g h e r  d e g r e e  o f  a u t o n o m y  g i v e n  i n  p e r f o r m i n g  h e r  j o b  t h a n  
h e r  c o u n t e r p a r t s  t h e  c e n t r a l i s e d  o r g a n i s a t i o n .
7 . 5 . 4  S u m m a r y
G e n e r a l l y ,  w h i l s t  t h e  e f f e c t  o f  ' o r g a n i s a t i o n a l  f o r m '  w a s  
e v i d e n t  a t  t h e  l e v e l  o f  e x p e c t a t i o n s / d e m a n d s  ( i . e .  how j o b s  
w e r e  d e f i n e d ) , i t  w a s  n o t  s o  c l e a r l y  e v i d e n t  a t  t h e  l e v e l  
o f  i n d i v i d u a l  w o r k .  T h i s  s u g g e s t  t h a t  o r g a n i s a t i o n  
s t r u c t u r e s  d e f i n e  w h a t  p e o p l e  d o  b u t  n o t  how  t h e y  d o  i t .  
O r g a n i s a t i o n s  c r e a t e  f r a m e w o r k s  o r  s t r u c t u r e s  w h i c h  m ay  b e  
t i g h t ,  w i t h  l i t t l e  s c o p e  f o r  c h o i c e ,  o r  l o o s e l y  d e f i n e d .
I n  t h e  c a s e  o f  how  i n d i v i d u a l  m a n a g e r s  a p p r o a c h  t h e i r  w o r k ,  
o r g a n i s a t i o n s  s t r u c t u r e  a n d  c o n s t r a i n  w h a t  p e o p l e  d o  b u t  
r e m a i n  i n d i f f e r e n t  t o  how  t h e y  d o  i t .  T h e r e  i s  ' l o o s e  
c o u p l i n g '  ( W e i c k ,  1 9 7 6 )  b e t w e e n  t h e  t w o  v a r i a b l e s .  
A l t h o u g h  o r g a n i s a t i o n s ,  i n  m o s t  c a s e s  a p p e a r  t o  b e  ' t i g h t l y  
c o u p l e d '  ( W e i c k ,  1 9 7 6 ) ,  n o  o r g a n i s a t i o n  s y s t e m  i s  t o t a l l y  
t i g h t l y  c o u p l e d .  L o o s e  c o u p l i n g  g i v e s  v a r i a t i o n s  t o  
o r g a n i s a t i o n a l  p r a c t i c e s .
T h e  h y p o t h e s e s  d e v e l o p e d  b y  H a l e s  a b o u t  t h e  l i n k  b e t w e e n  
o r g a n i s a t i o n a l  f o r m  a n d  m a n a g e r i a l  w o r k  a r e  p a r t i a l l y  
s u p p o r t e d .  T h e  e v i d e n c e  s u p p o r t s  t h e  h y p o t h e s i s  t h a t  w h e r e  
t h e r e  a r e  r e l a t i v e l y  f r a g m e n t e d  o w n e r s h i p  a n d  m a n a g e m e n t  
f u n c t i o n s ,  t h e  c o n t a c t  p a t t e r n  o f  t h e  m a n a g e r s  r e s e m b l e s  
t h e  ' h u b '  o r  ' p e e r - d e p e n d e n t ' , w h i l s t  w h e r e  t h e  f u n c t i o n s  
a r e  l e s s  f r a g m e n t e d ,  m a n a g e r s  h a v e  s m a l l e r  n e t w o r k s ,  m o r e  
v e r t i c a l  c o m m u n i c a t i o n ,  f e w e r  m e e t i n g s  e x h i b i t  t h e  ' m a n -  
m a n a g e m e n t '  t y p e  o f  w o r k  p a t t e r n ,  h a v e  a  r e l a t i v e l y  
f r a g m e n t e d  w o r k  p a t t e r n  a n d  m o r e  o p p o r t u n i t y  f o r  
p r o a c t i v i t y .
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T h e  f i n d i n g s  f r o m  t h i s  r e s e a r c h  r e v e a l e d  s o m e  s u p p o r t  f o r  
t h e  h y p o t h e s e s  a b o u t  t h e  l i n k  b e t w e e n  m a n a g e r i a l  w o r k  a n d  
o r g a n i s a t i o n a l  s t r u c t u r e  a s  p r o p o s e d  b y  H a l e s  ( 1 9 9 3 ) .  T h e  
e x a m i n a t i o n  o f  m a n a g e r i a l  w o r k  i n  c o n t e x t  h a d  p r o v i d e d  a  
n e w  a v e n u e  i n  u n d e r s t a n d i n g  why  m a n a g e r s  i n  s i m i l a r  j o b s  
d i f f e r  i n  t h e i r  w o r k  c o n t e n t ,  a n d  t o  a  l i m i t e d  e x t e n t ,  i n  
how  t h e y  a p p r o a c h  t h e i r  w o r k .
T h e  k e y  c o n c l u s i o n s  o f  t h e  r e s e a r c h  a r e ,  t h e r e f o r e :
1 .  O r g a n i s a t i o n a l  s t r u c t u r e  a f f e c t s  m a n a g e r i a l  w o r k  a s  
c o n s t i t u t e d  m o r e  s t r o n g l y  t h a n  m a n a g e r i a l  w o r k  a s  
p r a c t i s e d .  How m a n a g e r s  p e r f o r m  t h e i r  w o r k  i s  m o r e  a  
m a t t e r  o f  i n d i v i d u a l  c h o i c e .  E x p e c t a t i o n s  f r o m  o t h e r s  
i n  t h e  o r g a n i s a t i o n  a r e  l e s s  s t r o n g  o n  how t h e  
m a n a g e r s  a p p r o a c h  t h e i r  w o r k  t h a n  o n  w h a t  t h e y  d o .
2 .  I n  c e n t r a l i s e d  o r g a n i s a t i o n s ,  m a n a g e r i a l  j o b s  f o c u s  
m o r e  o n  g e n e r a l  w o r k  a d m i n i s t r a t i o n  a n d  s t a f f  
a d m i n i s t r a t i o n  w h e r e a s  i n  d e c e n t r a l i s e d / d e c e n t r a l i s e d  
' C l a n '  o r g a n i s a t i o n ,  m a n a g e r i a l  j o b s  a r e  f o c u s e d  m o r e  
o n  t h e  p e r f o r m a n c e  a n d  f i n a n c i a l  m a t t e r s .
3 .  I n  c e n t r a l i s e d  m a n a g e m e n t  s y s t e m s ,  t h e  f o c u s  i s  
s t r o n g l y  o n  p r e s e n t  a d m i n i s t r a t i o n ,  w h e r e a s  i n  
d e c e n t r a l i s e d  a n d  ' C l a n '  s y s t e m s  t h e  e m p h a s i s  i s  m o r e  
o n  f u t u r e  d e v e l o p m e n t .  T h e r e f o r e ,  we w o u l d  e x p e c t  t o  
o b s e r v e  m a n a g e r s  i n  t h e  f o r m e r  s y s t e m  t o  b e  r e a c t i n g  
t o  d e m a n d s  o f  o t h e r s  o r  s i t u a t i o n a l  c i r c u m s t a n c e s  m o r e  
t h a n  i n i t i a t i n g  o r  i n t r o d u c i n g  n e w  i d e a s  o r  p r o c e d u r e s  
t o  t h e  e x i s t i n g  s y s t e m .
4 .  T h e  l i n k  b e t w e e n  o r g a n i s a t i o n a l  s t r u c t u r e  a n d  
m a n a g e r i a l  w o r k  a p p e a r s  t o  o p e r a t e  m o r e  i n  t h e  d e t a i l s  
( o r  s p e c i f i c  e x p e c t a t i o n s )  t h a n  i n  t e r m s  o f  b r o a d
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f u n c t i o n s  ( o r  a g g r e g a t e  e x p e c t a t i o n s ) . F o r  e x a m p l e ,  
i n  a l l  j o b s ,  m a n a g e r s  w e r e  e x p e c t e d ,  t o  h a n d l e  s t a f f  
a n d  g e n e r a l  w o r k ,  b u t  t h e y  d i f f e r e d  i n  t h e  s p e c i f i c s .  
I n  t h e  a d m i n i s t r a t i o n  o f  s t a f f ,  m a n a g e r s  i n  
c e n t r a l i s e d  s y s t e m s  w e r e  e x p e c t e d  t o  f o c u s  m o r e  o n  
t a s k - r e l a t e d  a r e a s  w h i l s t  t h o s e  i n  t h e  ' C l a n '  
o r g a n i s a t i o n  w e r e  e x p e c t e d  t o  p l a c e  a t t e n t i o n  t o  
p e r s o n a l - s t a f f  i s s u e s .  M a n a g e r s  i n  t h e  p a r t i a l l y  
d e c e n t r a l i s e d  o r g a n i s a t i o n ,  h o w e v e r ,  p l a c e d  m o r e  
a t t e n t i o n  o n  t a s k - r e l a t e d  t h a n  p e r s o n a l - r e l a t e d  
i n t e r e s t s .
5 .  T h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n  a p p e a r s  t o  h a v e  a  
s t r o n g e r  e f f e c t  o n  t h e  w o r k  o f  l i n e  m a n a g e r s  ( i . e .  t h e  
L i n e  M a n a g e r s )  t h a n  o n  t h a t  o f  s u p p o r t  o r  s e r v i c e  
m a n a g e r s  ( i . e .  t h e  P e r s o n n e l ,  S p e c i a l i s t s  a n d  M u l t i -  
F u n c t i o n  M a n a g e r s ) . T h e  r e a s o n  f o r  t h i s  m i g h t  b e  t h e  
k e y  b u s i n e s s  i n  w h i c h  t h e  p a r t i c i p a t i n g  o r g a n i s a t i o n s  
w e r e  i n v o l v e d  a n d  t h e  r e a s o n  f o r  t h e i r  e s t a b l i s h m e n t .  
F r o m  h e r e ,  we c o u l d  c o n c l u d e  t h a t  t h e  i m p a c t  o f  f o r m s  
o f  o r g a n i s a t i o n  i s  s t r o n g e r  o n  a  m a n a g e r  p e r f o r m i n g  a  
f u n c t i o n  r e l a t e d  t o  t h e  m a i n  c o r e  b u s i n e s s  i n  w h i c h  
t h e  o r g a n i s a t i o n  i s  i n v o l v e d .
F r o m  t h e s e  f i n d i n g s  t h e  f o l l o w i n g  n e w  h y p o t h e s e s  m ay  b e  
a d v a n c e d :
H y p o t h e s i s  1
T h e  s t r u c t u r e  o f  a n  o r g a n i s a t i o n  a f f e c t s  m a n a g e r i a l  w o r k  a s  
c o n s t i t u t e d  m o r e  s t r o n g l y  t h a n  m a n a g e r i a l  w o r k  a s  
p r a c t i s e d .  T h i s  i m p a c t  i s  m o r e  o n  t h e  d e t a i l s  t h a n  t h e  
b r o a d  w o r k  a r e a s  o f  t h e  d i f f e r e n t  j o b s  a n d  i s  m o r e  
p r o n o u n c e d  i n  t h e  j o b s  o f  m a n a g e r s  p e r f o r m i n g  l i n e  
f u n c t i o n s  t h a n  i n  t h e  j o b s  o f  m a n a g e r s  p e r f o r m i n g  s t a f f  o r  
s u p p o r t  f u n c t i o n s .
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H y p o t h e s i s  2
G e n e r a l  a d m i n i s t r a t i o n  o f  w o r k  a n d  h a n d l i n g  s t a f f  m a t t e r s  
a r e  t h e  m a i n  a r e a s  o f  r o l e  e x p e c t a t i o n  f o r  m a n a g e r s  i n  b o t h  
c e n t r a l i s e d  a n d  d e c e n t r a l i s e d / d e c e n t r a l i s e d  ' C l a n '  
o r g a n i s a t i o n s .  H o w e v e r ,  t h e  m a n a g e r s  i n  t h e  f o r m e r  a r e  
e x p e c t e d  t o  g i v e  r e l a t i v e l y  m o r e  c o n s i d e r a t i o n  t o  t h e s e  t w o  
a r e a s  t h a n  t h e i r  c o u n t e r p a r t s  i n  d e c e n t r a l i s e d  o r  ' C l a n '  
o r g a n i s a t i o n s .
H y p o t h e s i s  3
I n  c e n t r a l i s e d  o r g a n i s a t i o n s ,  m a n a g e r s  a r e  r e q u i r e d  t o  
f o c u s  m o r e  o n  t h e  a d m i n i s t r a t i o n  o f  t h e  d i f f e r e n t  a r e a s  o f  
t h e i r  w o r k  d o m a i n  b y  m a i n t a i n i n g  a n d  e n s u r i n g  t h e  s m o o t h  
r u n n i n g  o f  a n  e x i s t i n g  s y s t e m .  I n  c o n t r a s t ,  m a n a g e r s  i n  
d e c e n t r a l i s e d  o r  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n  a r e  
r e q u e s t e d  t o  g i v e  m o r e  a t t e n t i o n  t o  t h e  d e v e l o p m e n t  o f  
a r e a s  o f  t h e i r  w o r k  d o m a i n ,  h e n c e  p l a y i n g  a n  a c t i v e  r a t h e r  
t h a n  p a s s i v e  r o l e  i n  t h e i r  j o b s  a n d  f o c u s i n g  o n  t h e  f u t u r e  
a s  w e l l  a s  t h e  p r e s e n t .
H y p o t h e s i s  4
M a n a g e r s ,  i r r e s p e c t i v e  o f  t h e  f o r m s  o f  o r g a n i s a t i o n  w i t h i n  
w h i c h  t h e y  w o r k ,  w i l l  s p e n d  a  l o t  o f  t i m e  i n t e r a c t i n g  w i t h  
o t h e r s .  S u c h  i n t e r a c t i o n s  a r e  m a i n l y  i n f o r m a l .  H o w e v e r ,  
m a n a g e r s  i n  c e n t r a l i s e d  o r g a n i s a t i o n s  w i l l  s p e n d  r e l a t i v e l y  
m o r e  t i m e  i n  s c h e d u l e d  m e e t i n g s  w h i l s t  m a n a g e r s  i n  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n s  s p e n d  m o r e  t i m e  
c o n d u c t i n g  t o u r s .  On t h e  o t h e r  h a n d ,  m a n a g e r s  i n  p a r t i a l l y  
d e c e n t r a l i s e d  o r g a n i s a t i o n  w i l l  s p e n d  m o r e  t i m e  o n  
p e r f o r m i n g  p a p e r w o r k .
H y p o t h e s i s  5
A l l  m a n a g e r s ,  i r r e s p e c t i v e  o f  t h e  f o r m s  o f  o r g a n i s a t i o n  
w h i c h  e m p l o y  t h e m ,  w i l l  d o  w h a t  i s  e x p e c t e d  o f  t h e m  b y  
m e m b e r s  o f  t h e i r  r o l e  s e t ,  b u t  w i l l  d i s p l a y  g r e a t e r  
s e n s i t i v i t y  t o  e x p e c t a t i o n s  o r i g i n a t i n g  f r o m  a b o v e  
( s u p e r i o r s )  t h a n  b e l o w  ( s u b o r d i n a t e s ) . H o w e v e r ,  m a n a g e r s
i n  d e c e n t r a l i s e d  ' C l a n '  a n d  p a r t i a l l y  d e c e n t r a l i s e d  
o r g a n i s a t i o n  w i l l  b e  m o r e  a w a r e  o f  e x p e c t a t i o n s  o r i g i n a t i n g  
f r o m  b e l o w  t h a n  t h e i r  c o u n t e r p a r t s  i n  c e n t r a l i s e d  
o r g a n i s a t i o n s .  F u r t h e r ,  t h e r e  w i l l  b e  m o r e  f r e e d o m  f o r  
w h i c h  m a n a g e r s  i n  t h e  d e c e n t r a l i s e d  ' C l a n '  a n d  p a r t i a l l y  
d e c e n t r a l i s e d  o r g a n i s a t i o n  t o  c h o o s e  t h e i r  w o r k  t h a n  f o r  
t h o s e  i n  t h e  c e n t r a l i s e d  o r g a n i s a t i o n .
T h e  n e x t  c h a p t e r  w i l l  s u g g e s t  i m p l i c a t i o n s  o f  t h e s e  
f i n d i n g s  f o r  a r e a s  s u c h  a s  m a n a g e m e n t  t r a i n i n g  a n d  
d e v e l o p m e n t ,  a n d  p e r f o r m a n c e  a p p r a i s a l ,  a s  w e l l  a s  
s u g g e s t i o n s  f o r  f u t u r e  r e s e a r c h .
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8 . 0  CONCLUSIONS AND IMPLICATIONS
T h e  i n v e s t i g a t i o n  u p o n  w h i c h  t h i s  t h e s i s  i s  b a s e d  w a s  
g u i d e d  b y  t h e  n o t i o n s  t h a t :  (1 )  m a n a g e m e n t  i s  a  s o c i a l
a c t i v i t y  a n d  t h u s ,  m a n a g e r i a l  w o r k  s h o u l d  b e  e x a m i n e d  
w i t h i n  i t s  w o r k i n g  s y s t e m ,  a n d  t h e r e f o r e ,  (2)  m a n a g e r i a l  
w o r k  s h o u l d  b e  e x a m i n e d  i n  t e r m s  o f  t h e  r o l e  e x p e c t a t i o n s  
o f  m e m b e r s  o f  t h e  m a n a g e r s '  r o l e - s e t  a n d  f o r m s  o f  
o r g a n i s a t i o n s  w i t h i n  w h i c h  t h e y  w o r k .  T h e r e  h a v e  b e e n  
s t u d i e s  i n  t h e  f i e l d  o f  m a n a g e r i a l  w o r k  w h i c h  r e c o g n i s e d  
t h e  n e e d  t o  e x a m i n e  t h e  n a t u r e  o f  m a n a g e r i a l  w o r k  b a s e d  o n  
t h e  a b o v e  n o t i o n s  ( H a l e s ,  1 9 8 7 ;  H a l e s  a n d  N i g h t i n g a l e ,  
1 9 8 6 ;  H a n n a w a y ,  1 9 8 9 ;  J a c k a l l ,  1 9 8 8 ;  L u t h a n s  e t  a l ,  1 9 8 8 ;  
W a t s o n ,  1 9 9 4 ) .  H o w e v e r ,  t h e r e  h a s  n o t  b e e n  a  s y s t e m a t i c  
a n d  i n - d e p t h  s t u d y  e x a m i n i n g  t h e  p h e n o m e n o n  f r o m  t h e s e  
p e r s p e c t i v e s .
T h e  f i n d i n g s  o f  t h i s  s t u d y ,  a s  p r e s e n t e d  i n  C h a p t e r s  F o u r  
t h r o u g h  S e v e n  h a v e  i m p l i c a t i o n s  f o r  a c a d e m i c  d e v e l o p m e n t ,  
a s  w e l l  a s  p r a c t i c e .
T h i s  c h a p t e r  w i l l  f i r s t  d i s c u s s  t h e  l i m i t a t i o n s  o f  t h e  
s t u d y .  T h e n  i t  w i l l  d i s c u s s  t h e  c o n t r i b u t i o n  o f  t h e  s t u d y  
t o w a r d s  t h e o r e t i c a l  d e v e l o p m e n t  a n d  p r a c t i c a l  i m p l i c a t i o n s  
f o r  t h e  w o r k  o f  m a n a g e r s  i n  d i f f e r e n t  f o r m s  o f  e x p o r t - 
b a s e d ,  m a n u f a c t u r i n g  o r g a n i s a t i o n s  i n  M a l a y s i a .  T h e  
c h a p t e r  c o n c l u d e s  w i t h  s u g g e s t i o n s  a n d  d i s c u s s i o n s  o f  a r e a s  
f o r  f u t u r e  r e s e a r c h .
8 . 1  LIMITATIONS OF THE PRESENT RESEARCH
As w i t h  a l l  f o r m s  o f  r e s e a r c h ,  t h e  r e s u l t s  a n d  
g e n e r a l i s a b i l i t y  o f  t h i s  s t u d y  h a v e  d e f i c i e n c i e s .  T h e  m a i n
CHAPTER EIGHT
314
1 .  An o b v i o u s  l i m i t a t i o n  i s  t h e  s a m p l e  s i z e  a n d  n u m b e r  o f  
p a r t i c i p a t i n g  o r g a n i s a t i o n s .  O b t a i n i n g  a c c e s s  i n t o  
c o m p a n i e s  i n  M a l a y s i a  w a s  a  p a i n f u l  a n d  d i f f i c u l t  
p r o c e s s .  A s  a  c o n s e q u e n c e ,  t h e  n u m b e r  o f  c o m p a n i e s  
p a r t i c i p a t i n g  a n d  t h e  d e g r e e  o f  a c c e s s i b i l i t y  f o r  
g a i n i n g  i n f o r m a t i o n  i n  t h i s  s t u d y  w a s  l i m i t e d .  T h u s ,  
i t  i s  n o t  l e g i t i m a t e  t o  g e n e r a l i s e  t h e  f i n d i n g s  t o  
o t h e r  o r g a n i s a t i o n s  a l t h o u g h  we m i g h t  f e e l  a b l e  t o  
r e j e c t  a n y  p o t e n t i a l  g e n e r a l i s a t i o n s  i f  t h e y  f a i l  t o  
h o l d  e v e n  a c r o s s  t h i s  s m a l l  s a m p l e .  N e v e r t h e l e s s ,  t h e  
f i n d i n g s  o f  t h i s  s t u d y  a r e  a b l e  t o  m a k e  a  u s e f u l  
c o n t r i b u t i o n  t o w a r d s  t h e  d e v e l o p m e n t  o f  t h e o r y  w h i c h ,  
a t  t h e  p r e s e n t  m o m e n t ,  i s  s t i l l  l a c k i n g  i n  t h e  f i e l d  
o f  m a n a g e r i a l  w o r k .
2 .  T h e  p e r s p e c t i v e  u p o n  w h i c h  t h i s  s t u d y  w a s  c o n d u c t e d  i s  
r e l a t i v e l y  n e w ,  a t  l e a s t  i n  t h e  a r e a  o f  m a n a g e r i a l  
w o r k .  A s  a  c o n s e q u e n c e ,  t h e  r e l i a b i l i t y  a n d  v a l i d i t y  
o f  t h e  e x p l a n a t i o n s  a r e  c r u c i a l l y  d e p e n d e n t  o n  t h e  
a c c u r a c y  a n d  v a l i d i t y  o f  t h e  o b s e r v a t i o n s  a n d  
i n t e r p r e t a t i o n s  o f  t h e  r e s e a r c h e r ,  r a t h e r  t h a n  t h e  
p r o v e n  r e l i a b i l i t y  o f  a  t e s t e d  r e s e a r c h  i n s t r u m e n t .
3 .  T h e  a m o u n t  o f  n o n - p a r t i c i p a n t  o b s e r v a t i o n  d a t a ,  
n e c e s s a r y  f o r  l i n k i n g  t h e  e x p l a n a t o r y  v a r i a b l e  t o  t h e  
p h e n o m e n a  b e i n g  s t u d i e d ,  w a s  s m a l l ,  c h i e f l y  d u e  t o  t h e  
t i m e  a n d  f i n a n c i a l  c o n s t r a i n t s  o n  t h e  p a r t  o f  t h e  
r e s e a r c h e r .  T h i s  f u r t h e r  l i m i t s  t h e  d e g r e e  o f  
g e n e r a l i s a b i l i t y  o f  t h e  f i n d i n g s .
D e s p i t e  t h e  a b o v e  l i m i t a t i o n s ,  t h e  f i n d i n g s  p r o v i d e  a  
u s e f u l  c o n t r i b u t i o n  t o w a r d s  t h e  e x i s t i n g  b o d y  o f  k n o w l e d g e  
o n  m a n a g e m e n t  a n d  m a n a g e r i a l  w o r k ,  p a r t i c u l a r l y  i n  
o r g a n i s a t i o n s  s i m i l a r  i n  f o r m  a n d  a c t i v i t y  t o  e x p o r t - b a s e d  
m a n u f a c t u r i n g  c o m p a n i e s  i n  M a l a y s i a  w h i c h  i s  r i c h  i n  d e t a i l
l i m i t a t i o n s  a r e  a s  f o l l o w s :
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8 . 2  THEORETICAL DEVELOPMENT
T h i s  s e c t i o n  w i l l  d i s c u s s  t h e  c o n t r i b u t i o n  t h a t  t h e  
f i n d i n g s  m a k e  t o w a r d s  a n  u n d e r s t a n d i n g  o f  (1)  how 
o r g a n i s a t i o n s  a r e  s t r u c t u r e d  a n d  f u n c t i o n ,  a n d  (2)  how 
m a n a g e r i a l  b e h a v i o u r  m a y  b e  t h e o r i s e d .
8 . 2 . 1  O r g a n i s a t i o n a l  l e v e l
T h e  c u r r e n t  s t a t e  o f  k n o w l e d g e  o f  how o r g a n i s a t i o n s  a r e  
s t r u c t u r e d  a n d  f u n c t i o n  i s  c h a r a c t e r i s e d  b y  d e b a t e s  a b o u t  
d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s  a n d  t h e i r  k e y  d i m e n s i o n s ,  
t h e  c a u s e s  o f  s u c h  d i f f e r e n c e s  a n d  t h e  r e l a t i o n s h i p  b e t w e e n  
o r g a n i s a t i o n a l  f o r m  a n d  o r g a n i s a t i o n a l  e f f e c t i v e n e s s .
I n  e x a m i n i n g  v a r i a t i o n s  i n  f o r m s  o f  o r g a n i s a t i o n s ,  t h e  
p r e s e n t  s t u d y  c o m b i n e d  t h e  i n s i g h t s  o f  t h e  c o n t i n g e n c y  
a p p r o a c h  a n d  i t s  e m p h a s i s  o n  o r g a n i s a t i o n a l  d i m e n s i o n s  w i t h  
t h o s e  o f  t h e  l a b o u r  p r o c e s s  a p p r o a c h  a n d  i t s  e m p h a s i s  u p o n  
t h e  i m p e r a t i v e s  o f  c a p i t a l i s m  a n d  d i v i s i o n  o f  l a b o u r .  T h e  
c o n t i n g e n c y  a p p r o a c h  r e j e c t s  t h e  i d e a  o f  ' o n e  b e s t  w a y 7 
a n d ,  i n s t e a d ,  i n t r o d u c e s  t h e  c l a u s e  ' i t  d e p e n d s 7 . T h i s  
a p p r o a c h  e m p h a s i s e s  t h e  i d e n t i f i c a t i o n  o f  k e y  v a r i a b l e s  i n  
e a c h  s i t u a t i o n ,  u n d e r s t a n d i n g  t h e  r e l a t i o n s h i p  b e t w e e n  
t h e s e  v a r i a b l e s ,  a n d  i d e n t i f y i n g  t h e  c a u s e s  a n d  e f f e c t s  i n  
e a c h  a n d  e v e r y  o r g a n i s a t i o n a l  s i t u a t i o n .  T h e  l a b o u r  
p r o c e s s  a p p r o a c h  r e s t s  o n  t h e  n o t i o n  t h a t  (1)  t h e  l a w s  o f  
s u p p l y  a n d  d e m a n d  a n d  c o m p e t i t i o n  i n  t h e  m a r k e t  p l a c e  
r e g u l a t e  t h e  f l o w  o f  r e s o u r c e s  w i t h i n  t h e  s o c i e t y ,  (2)  
e c o n o m i c  a c t i v i t y  i s  c o n s t r a i n e d  b y  t h e  p r i v a t e  o w n e r s h i p  
o f  p r o p e r t y  a n d  d r i v e n  b y  t h e  p r o c e s s  o f  c a p i t a l  
a c c u m u l a t i o n ,  a n d  (3 )  c a p i t a l  a c c u m u l a t i o n  a n d  t h e  d r i v e  t o  
e f f i c i e n c y  l e a d s  t o  a n  i n c r e a s e d l y  e l a b o r a t e  d i v i s i o n  o f  
l a b o u r .  C o m b i n i n g  t h e s e  t w o  f r a m e w o r k s ,  a n d  a n a l y s i n g  e a c h
and i m p l i c a t i o n s .
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o r g a n i s a t i o n  i n  t e r m s  o f  i t s  c o n t e x t u a l  a n d  s t r u c t u r a l  
d i m e n s i o n s ,  t h e  p r e s e n t  s t u d y  i d e n t i f i e d  t h r e e  d i f f e r e n t  
w a y s  i n  w h i c h  t h e  p a r t i c i p a t i n g  o r g a n i s a t i o n s  a t t e m p t e d  t o  
m a n a g e  w o r k  o n  a  l a r g e  s c a l e .
As  w i l l  b e  r e c a l l e d  f r o m  p r e v i o u s  c h a p t e r s ,  e s p e c i a l l y  
C h a p t e r  F o u r ,  t h e  p a r t i c i p a t i n g  o r g a n i s a t i o n s  w e r e  e x p o r t -  
b a s e d  m a n u f a c t u r i n g  o r g a n i s a t i o n s ,  w h i c h  w e r e  e i t h e r  
s u b s i d i a r i e s  o f  f o r e i g n  o r g a n i s a t i o n s  ( C o m p a n y  A, B a n d  C) 
o r  a  f u l l y - o w n e d ,  p u b l i c  l i s t e d  o r g a n i s a t i o n  (C o m p a n y  D ) . 
C o m p a n y  A a n d  C w e r e  c e n t r a l i s e d  o r g a n i s a t i o n s ,  C o m p a n y  B 
w a s  a  d e c e n t r a l i s e d  ' C l a n '  t y p e  o r g a n i s a t i o n  a n d  C o m p a n y  D 
w a s  p a r t i a l l y  d e c e n t r a l i s e d .
I n  t h e  c e n t r a l i s e d  o r g a n i s a t i o n s  ( i . e .  C o m p a n y  A a n d  C) , 
t h e  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  w e r e  h i g h l y  
f r a g m e n t e d  a n d  g r e a t e r  e m p h a s i s  w a s  g i v e n  t o  m a n a g e m e n t  
f u n c t i o n s .  D e c i s i o n - m a k i n g  w a s  c e n t r a l i s e d ,  w o r k  w a s  
h i g h l y  s p e c i a l i s e d  a n d  c o o r d i n a t i o n  a n d  c o n t r o l  o f  
a c t i v i t i e s  w e r e  p r e d o m i n a n t l y  f o r m a l  a n d  e x e r c i s e d  b y  a  
t h i r d  p a r t y ,  g e n e r a l l y  b y  i m m e d i a t e  s u p e r i o r s .  F l o w s  o f  
i n f o r m a t i o n  w e r e  m a i n l y  v e r t i c a l  a n d  f o r m a l  a n d  r e w a r d s  
w e r e  b a s e d  o n  i n d i v i d u a l  p e r f o r m a n c e  a n d  m a i n l y  t o o k  t h e  
f o r m  o f  e x t r i n s i c ,  m o n e t a r y  v a l u e s .  D e g r e e s  o f
s t a n d a r d i s a t i o n  o f  r u l e s  a n d  p r o c e d u r e s  s e e m e d  t o  d i f f e r  i n  
a s s o c i a t i o n  w i t h  t h e  n a t i o n a l i t y  o f  t h e  o w n e r s  o f  t h e  t w o  
c e n t r a l i s e d  o r g a n i s a t i o n s .  C o m p a n y  A w a s  a  j o i n t - v e n t u r e  
b e t w e e n  T a i w a n e s e  a n d  A m e r i c a n s ,  w h i l s t  C o m p a n y  C w a s  
w h o l l y  o w n e d  b y  T a i w a n e s e .  T h e  f o r m e r  h a d  w e l l  w r i t t e n ,  
f o r m a l  d o c u m e n t s  o n  t h e  v a r i o u s  w o r k  p r o c e s s e s  b u t ,  i n  
c o n t r a s t ,  C o m p a n y  C r e l i e d  h e a v i l y  o n  v e r b a l  a n d  
t r a d i t i o n a l  w a y s  o f  d o i n g  t h i n g s .  F u r t h e r ,  i n  C o m p a n y  C, 
j o b  d e s c r i p t i o n s  w e r e  a b s e n t  f o r  e m p l o y e e s  h o l d i n g  
m a n a g e r i a l  p o s i t i o n s  a n d  t h e r e  w a s  g r e a t e r  r e l i a n c e  o n  
c o v e r t  i n f l u e n c e  t o  g a i n  l o y a l t y  a n d  c o m m i t m e n t  f r o m  i t s  
e m p l o y e e s .  T h i s  p o i n t  w i l l  b e  d e a l t  w i t h  f u r t h e r ,  w h e n  
d i s c u s s i n g  t h e  s t r u c t u r i n g  a n d  f u n c t i o n i n g  o f  a  p a r t i a l l y
A d i f f e r e n t  p h e n o m e n o n  w a s  o b s e r v e d  i n  t h e  c a s e  o f  t h e  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n  ( C o m p a n y  B ) . T h i s
o r g a n i s a t i o n  w a s  w h o l l y  o w n e d  b y  A m e r i c a n s .  I n  t h i s  t y p e  
o f  o r g a n i s a t i o n ,  e m p l o y e e s  ' e n j o y e d '  s o m e  d e g r e e  o f  
o w n e r s h i p  f u n c t i o n s ,  p a r t i c u l a r l y  t h o s e  d i r e c t l y  r e l a t e d  t o  
t h e i r  j o b s .  S t r a t e g i c  d e c i s i o n s  w e r e  c e n t r a l i s e d  b u t  
d e m o c r a t i c  a n d  e m e r g e n t  w h i l s t  o p e r a t i o n a l  d e c i s i o n s  w e r e  
d e c e n t r a l i s e d  t h r o u g h o u t  t h e  o r g a n i s a t i o n .  R e s p o n s i b i l i t y  
f o r  c o o r d i n a t i n g  a n d  c o n t r o l l i n g  a c t i v i t i e s  w i t h i n  v a r i o u s  
f u n c t i o n a l  d e p a r t m e n t s  r e s t e d  o n  t h o s e  i n d i v i d u a l s  
p e r f o r m i n g  t h e  a c t i v i t i e s ,  a s  w e l l  a s  t h e  w o r k  g r o u p  a n d  
t h i r d  p a r t y .  " A l t h o u g h  a c t i v i t i e s  w e r e  d i v i d e d  i n t o
d i f f e r e n t  a r e a s  o f  f u n c t i o n a l  s p e c i a l i s m ,  t h e  w o r k  o f  
e m p l o y e e s  w a s  f l e x i b l e  a n d  e x h i b i t e d  a  d e g r e e  o f  i n d i v i d u a l  
a u t o n o m y .  B o u n d a r y  b e t w e e n  o n e  j o b  a n d  a n o t h e r  r e l a t e d  j o b  
w a s  h a r d  t o  d i s c e r n  a n d  m o b i l i t y  b e t w e e n  d e p a r t m e n t s  
o c c u r r e d  f r e q u e n t l y .  Some a s p e c t s  o f  w o r k  w e r e  c o n d u c t e d  
i n  a  v e r y  f o r m a l  m a n n e r ,  w h i l s t  i n  o t h e r  a r e a s  w e r e  h i g h l y  
i n f o r m a l .  A n o t h e r  d i s t i n c t i v e  c h a r a c t e r i s t i c  o f  t h e  
o r g a n i s a t i o n  w a s  t h e  p r e s e n c e  o f  a  s t r o n g  c o r p o r a t e  c u l t u r e  
t h a t  e m p h a s i s e d  t h e  i n t e r e s t  a n d  s a t i s f a c t i o n s  o f  
e m p l o y e e s .
T h e r e f o r e ,  we m a y  h y p o t h e s i s e  f r o m  t h e  a b o v e ,  t h a t  t h e  
s t r u c t u r i n g  a n d  f u n c t i o n i n g  o f  t h e  c e n t r a l i s e d  
o r g a n i s a t i o n s  w e r e  m u c h  i n f l u e n c e d  b y  t h e  e c o n o m i c
i n t e r e s t s  o f  t h e  o w n e r s ,  w h i l s t  t h a t  o f  t h e  d e c e n t r a l i s e d  
' C l a n '  o r g a n i s a t i o n s  w a s  i n f l u e n c e d  b y  t h e  d e s i r e  t o  b e  
c o n s i d e r e d  a  s o c i a l l y  r e s p o n s i b l e  o r g a n i s a t i o n ,  a s  w e l l  a s  
b y  e c o n o m i c  c o n s i d e r a t i o n s .
A n o t h e r  f o r m  o f  o r g a n i s a t i o n  t h a t  t h e  f i n d i n g s  o f  t h i s  
s t u d y  s h e d  l i g h t  o n  i s  a n  o r g a n i s a t i o n  w h i c h  w a s  s t r u c t u r e d  
a n d  f u n c t i o n e d  i n  a  w a y  t h a t  c a n  b e  c l a s s i f i e d  a s  a  
' p a r t i a l l y  d e c e n t r a l i s e d '  ( C o m p a n y  D) . H e r e  t h e r e  w a s  s o m e
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d e c e n t r a l i s e d  f o r m  o f  o r g a n i s a t i o n  { i . e .  Company D ) .
r e i n t e g r a t i o n  o f  t h e  o w n e r s h i p  f u n c t i o n s  i n t o  t h e  w o r k  
p r o c e s s ,  a n d  m o r e  o w n e r s h i p  f u n c t i o n s  w e r e  g i v e n  t o  u n i t  
m a n a g e r s  ( i . e .  t h o s e  m a n a g i n g  i t s  s u b s i d i a r i e s )  t h a n  t o  t h e  
m a n a g e r s  a t  t h e  c o r p o r a t e  l e v e l .
I n  t h i s  t y p e  o f  s y s t e m ,  d e c i s i o n s  r e l a t i n g  t o  o p e r a t i n g  
m a t t e r s  r e m a i n e d  d e c e n t r a l i s e d  t h r o u g h o u t  t h e  o r g a n i s a t i o n  
b u t  s t r a t e g i c  d e c i s i o n s  w e r e  c e n t r a l i s e d .  S p e c i a l i s a t i o n  
o f  w o r k  w a s  h i g h  a n d  t h e  t o t a l  w o r k  p r o c e s s  w a s  d i v i d e d  i n  
t e r m s  o f  k e y  f u n c t i o n a l  a r e a s  o f  t h e  b u s i n e s s . 
C o o r d i n a t i o n  r e s t e d  w i t h  i m m e d i a t e  s u p e r i o r s  a n d  w a s  
c o n d u c t e d  i n  b o t h  a  f o r m a l  a n d  i n f o r m a l  m a n n e r .  C o n t r o l  
w a s  e x e r c i s e d  b y  t h i r d  p a r t i e s ,  m a i n l y  s u p e r i o r s ,  a n d  w a s  
v e r y  f o r m a l . S t a n d a r d i s a t i o n  o f  t h e  w o r k  p r o c e s s  w a s  l o w  
a n d  r e l i e d  h e a v i l y  o n  v e r b a l  d i r e c t i v e s  f r o m  s u p e r i o r s  a n d  
t h e  t r a d i t i o n a l  w a y s  o f  d o i n g  t h i n g s  i n  t h e  o r g a n i s a t i o n .
F u r t h e r ,  t h e  b e h a v i o u r  o f  e m p l o y e e s  w a s  i n f l u e n c e d  b y  t h e  
s h a r e d  n o r m s  a n d  v a l u e s  o f  t h e  e t h n i c  m a j o r i t y  o f  t h e  
e m p l o y e e s  t h e r e .  T h e s e  t w o  f e a t u r e s  o f  t h i s  f o r m  o f  
o r g a n i s a t i o n  s h o w e d  s o m e  r e s e m b l a n c e  t o  o n e  o f  t h e  
c e n t r a l i s e d  o r g a n i s a t i o n  o w n e d  b y  T a i w a n e s e  ( C o m p a n y  C) . 
B o t h  C o m p a n y  C a n d  D w e r e  o w n e d  b y  p e o p l e  o f  C h i n e s e  o r i g i n  
a n d  b o t h  s e e m e d  t o  p r a c t i s e  t h e  m a n a g e m e n t  s y s t e m  o f  
C h i n e s e  o r g a n i s a t i o n s  i n  C h i n a ,  t o  s o m e  e x t e n t ,  w h i c h  
r e l i e s  o n  c o v e r t  i n f l u e n c e ,  u s i n g  t h e  p r e d o m i n a n t  C h i n e s e  
v a l u e s  o f  r e s p e c t  f o r  a u t h o r i t y ,  c o n f o r m i t y  a n d  
h i e r a r c h i c a l  s u b m i s s i o n  ( B o n d  a n d  H w ang ,  1 9 8 6 ;  R e d d i n g  a n d  
W ong,  1 9 8 6 ;  Wong,  1 9 8 9 ) .  T h i s  r a i s e s  a  q u e s t i o n  a b o u t  t h e  
r o l e  p l a y e d  b y  t h e  e t h n i c  b a c k g r o u n d  o f  o w n e r s  i n  
d e t e r m i n i n g  o r g a n i s a t i o n a l  f o r m  -  a  q u e s t i o n  w h i c h  i s
b e y o n d  t h e  s c o p e  o f  t h i s  s t u d y ,  b u t  w h i c h  h a s  b e g u n  t o
p r o m p t  a t t e n t i o n  b y  o t h e r  w r i t e r s  ( e . g .  W h i t l e y ,  1 9 9 0 ) .
T h e  a b o v e  o b s e r v a t i o n s  s u g g e s t  t h a t ,  r e l a t i v e  t o  o t h e r
c o n t e x t u a l  v a r i a b l e s  e x a m i n e d  i n  t h e  s t u d y ,  o w n e r s h i p  h a s  
a  s t r o n g  i n f l u e n c e  o n  t h e  s t r u c t u r i n g  a n d  f u n c t i o n i n g  o f
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e x p o r t - b a s e d  m a n u f a c t u r i n g  o r g a n i s a t i o n s  i n  M a l a y s i a .  A g e ,  
e n v i r o n m e n t  ( s t a b l e  o r  u n s t a b l e )  a n d  i n d u s t r y  f a c t o r s  
a p p e a r  t o  p l a y  a  l e s s  s i g n i f i c a n t  r o l e  h e r e .
F r o m  t h e  a b o v e  o b s e r v a t i o n s ,  t w o  m a i n  f e a t u r e s  o f  t h e  
s t r u c t u r i n g  a n d  f u n c t i o n i n g  o f  o r g a n i s a t i o n s  m ay  b e  
t h e o r i s e d .  F i r s t l y ,  t h e  s t r u c t u r i n g  a n d  f u n c t i o n i n g  o f  
c e n t r a l i s e d  o r g a n i s a t i o n s  h a v e  m o r e  s i m i l a r i t i e s  t h a n  t h a t  
o f  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n .  T h e  a r e a  o f  
v a r i a t i o n  a m o n g s t  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n  i s  t h e  
r e l a t i v e  e m p h a s i s  b e t w e e n  o w n e r s h i p  a n d  m a n a g e m e n t  
f u n c t i o n s  i n  e a c h  f o r m  o f  o r g a n i s a t i o n .  M a n a g e m e n t  
f u n c t i o n s  -  t h e  d i r e c t i o n  a n d  c o n t r o l  o f  w o r k  p r o c e s s  -  a r e  
e m p h a s i s e d  i n  c e n t r a l i s e d  o r g a n i s a t i o n s ,  w h i l s t  o w n e r s h i p  
f u n c t i o n s  -  t h e  m a n a g e m e n t  o f  c a p i t a l , t h e  p r o d u c t  a n d  
i d e o l o g y  -  a r e  e m p h a s i s e d  i n  d e c e n t r a l i s e d  ' C l a n '  
o r g a n i s a t i o n s .  D e c e n t r a l i s e d  o r g a n i s a t i o n s  s e e m  t o  g i v e  
e m p h a s i s  t o  b o t h  m a n a g e m e n t  a s  w e l l  a s  o w n e r s h i p  f u n c t i o n s .  
S e c o n d l y ,  i s  t h e  o w n e r s h i p  f a c t o r .  T h e  o w n e r s h i p  f a c t o r  
a p p e a r s  t o  p l a y  a  r o l e  i n  t h e  s t r u c t u r i n g  a n d  f u n c t i o n i n g  
o f  a n  o r g a n i s a t i o n ,  p a r t i c u l a r l y  i n  t h e  d e g r e e  o f  
c e n t r a l i s a t i o n  o f  t h e  p l a n n i n g / d e C i s i o n - m a k i n g  p r o c e s s ,  
f o r m a l i t y  a n d  s t a n d a r d i s a t i o n  o f  r u l e s  a n d  r e g u l a t i o n s ,  a n d  
m o t i v a t i o n  s y s t e m .
8 . 2 . 2  M a n a g e r i a l  l e v e l
A t  t h e  m i c r o  l e v e l ,  t h i s  s t u d y  e x a m i n e d  t h e .  w o r k  o f  
m a n a g e r s  f r o m  t h e  s t a n d p o i n t  o f  (1)  t h e  e x p e c t a t i o n s  o f  
o t h e r  m e m b e r s  o f  t h e i r  o r g a n i s a t i o n s  a n d  (2 )  t h e i r  a c t u a l  
w o r k  b e h a v i o u r s . C h a p t e r  F i v e  r e p o r t e d  a r e a s  o f  w o r k  w h i c h  
t h e  m a n a g e r s  o f  t h i s  s t u d y  w e r e  e x p e c t e d  t o  d o  a n d  C h a p t e r  
S i x  r e p o r t e d  w h a t  t h e y  a c t u a l l y  d i d .  T h e  d a t a  p e r m i t t e d  
a n a l y s i s  o f  m a n a g e r i a l  j o b s  a m o n g s t  e l e v e n  m a n a g e r s  g r o u p e d  
i n t o  f o u r  d i f f e r e n t  j o b  t y p e s ,  i . e .  L i n e  M a n a g e r s  (LM) , 
P e r s o n n e l  M a n a g e r s  ( P E R ) , S p e c i a l i s t s  (SP)  a n d  M u l t i -  
F u n c t i o n  M a n a g e r s  (MLF) . T h e  w o r k  o f  t h e  m a n a g e r s  w a s  t h e n
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a n a l y s e d  i n  t e r m s  o f  t h e i r  r o l e  e x p e c t a t i o n s ,  c o m p a r i n g  
w i t h i n  a n d  b e t w e e n  o r g a n i s a t i o n s ,  a n d  r o l e  p e r f o r m a n c e ,  
c o m p a r i n g  b e t w e e n  o r g a n i s a t i o n s .
T h e  f i n d i n g s  g a t h e r e d  f r o m  t h e  a n a l y s i s  o f  t h e  d a t a  w e r e  
a b l e  t o  g e n e r a t e  t h r e e  l e v e l s  o f  h y p o t h e s i s  i n  t h e  r e a l m  o f  
m a n a g e r i a l  w o r k ,  m a i n l y  (1)  h y p o t h e s e s  c o n c e r n i n g  
s i m i l a r i t i e s  a c r o s s  a l l  m a n a g e r i a l  j o b s ,  (2 )  h y p o t h e s e s  
c o n c e r n i n g  d i f f e r e n c e s  r e l a t e d  t o  f u n c t i o n s  a n d  (3)  
h y p o t h e s e s  c o n c e r n i n g  d i f f e r e n c e s  r e l a t e d  t o  o r g a n i s a t i o n a l  
f o r m .
8 . 2 . 2 a  S i m i l a r i t i e s  a c r o s s  a l l  m a n a g e r i a l  j o b s
F i n d i n g s  f r o m  t h i s  s t u d y  s u g g e s t  s o m e  common  d e n o m i n a t o r s  
r e l a t i n g  t o  b o t h  t h e  c o n t e n t  a n d  f o r m  o f  m a n a g e r i a l  w o r k  
a c r o s s  d i f f e r e n t  f u n c t i o n a l  a r e a s .  M a n a g e r s ,  i n  g e n e r a l ,  
a p p e a r e d  t o  b e  s t r o n g l y  e x p e c t e d  t o  a d m i n i s t e r  s t a f f -  
r e l a t e d  m a t t e r s  ( s u c h  a s  p l a n  s t a f f i n g ,  r e c r u i t i n g ,  
s e l e c t i n g  a n d  r e t a i n i n g  s t a f f ,  d e l e g a t i n g  a n d  s u p e r v i s i n g )  
b u t  a r e  s u b j e c t  t o  l e s s  s t r o n g  e x p e c t a t i o n s  c o n c e r n i n g  
m a t t e r s  r e l a t e d  t o  s t a f f  d e v e l o p m e n t . T h u s ,  m a n a g e r s  w e r e  
e x p e c t e d  t o  a l l o c a t e  m o r e  t i m e  t o  h a n d l i n g  m a t t e r s  r e l a t i n g  
t o  t h e  i m p l e m e n t a t i o n  o f  e x i s t i n g  s t a f f i n g  p o l i c y ,  
i n v o l v i n g  m o s t l y  r o u t i n e  m a t t e r s ,  t h a n  t o  d e s i g n i n g  n e w  
p o l i c y  i n  t h e  a r e a  o f  s t a f f  m a n a g e m e n t .
M e a n w h i l e ,  m a n a g e r s  w e r e  s u b j e c t  t o  m o d e r a t e  e x p e c t a t i o n s  
a b o u t  p e r f o r m i n g  a c t i v i t i e s  r e l a t i n g  t o  t h e  g e n e r a l  
a d m i n i s t r a t i o n  o f  w o r k ,  ( s u c h  a s  i d e n t i f y  a n d  s o l v e  
p r o b l e m s ,  m a k e  d e c i s i o n s ,  w o r k  a s  a  t e a m  w i t h  o t h e r  
d e p a r t m e n t s ,  e t c )  b u t  w e a k  e x p e c t a t i o n s  o n  g e n e r a l  w o r k  
d e v e l o p m e n t  ( s u c h  a s  a b i l i t y  t o  a d j u s t  q u i c k l y  t o  
s i t u a t i o n a l  d e m a n d s ,  e n s u r e  h i g h  f l e x i b i l i t y  a n d  
a d a p t a b i l i t y  o f  u n i t ,  p l a n  o b j e c t i v e s  a n d  g o a l s ,  e t c . ) .  
T h i s  w o u l d  s u g g e s t  t h a t  m a n a g e r s  a r e  r e q u i r e d  t o  s p e n d  a  
m o d e r a t e  a m o u n t  o f  t i m e  p e r f o r m i n g  g e n e r a l  w o r k  
a d m i n i s t r a t i o n  a n d  l e s s  o n  g e n e r a l  w o r k  d e v e l o p m e n t .
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T h e y  w e r e ,  t h e r e f o r e ,  e x p e c t e d  t o  h a n d l e  a c t i v i t i e s  
r e l a t i n g  t o  t h e  ' a d m i n i s t r a t i o n '  r a t h e r  t h a n  t h e  
' d e v e l o p m e n t 7 a s p e c t s  o f  t h e i r  j o b s .  S i n c e  m a n a g e r s  w e r e  
e x p e c t e d  t o  r e s p o n d  t o  r e q u i r e m e n t s  o f  o t h e r s ,  a n d  m a i n l y  
e n g a g e  i n  r o u t i n e  w o r k ,  t h e y  t e n d e d  t o  e x h i b i t  ' s y s t e m  
m a i n t e n a n c e 7 a n d / o r  ' s y s t e m  a d m i n i s t r a t i o n 7 t y p e s  o f  w o r k  
p a t t e r n  ( S t e w a r t ,  1 9 7 6 )  ,
F u r t h e r m o r e ,  a l l  m a n a g e r s  w e r e  e x p e c t e d  t o  l i a i s e  m o r e  w i t h  
m e m b e r s  o f  t h e  s a m e  o r g a n i s a t i o n ,  e s p e c i a l l y  t h e i r  
s u b o r d i n a t e s  t h a n  w i t h  o u t s i d e r s  ( s u c h  a s  v e n d o r s /  
s u p p l i e r s  a n d  c u s t o m e r s ) . As  s u c h ,  t h e  m a n a g e r s  c o n t a c t  
p a t t e r n  c o u l d  b e  c h a r a c t e r i s e d  a s  t h e  ' h u b 7 o r  ' p e e r  
d e p e n d e n t 7 ( S t e w a r t ,  1 9 7 6 ) .  T h e y  s p e n t  m o r e  t i m e
i n t e r a c t i n g  w i t h  o t h e r s  t h a n  w o r k i n g  a l o n e .
M a n a g e r s  w e r e  g i v e n  f e w  t a s k s  o r  r e s p o n s i b i l i t i e s  r e l a t i n g  
t o  d e p l o y m e n t  o f  f i n a n c i a l  r e s o u r c e s  o r  c a p i t a l ,  s u g g e s t i n g  
l i t t l e  e m p h a s i s  o n  o w n e r s h i p  f u n c t i o n s .  T h i s  p r o v i d e  
f u r t h e r  e v i d e n c e  t h a t  t h e  m a n a g e r s  w e r e  b a s i c a l l y  e m p l o y e d  
t o  ' m a n a g e 7 w o r k  p r o c e s s e s  r a t h e r  t h a n  m a n a g e  a  b u s i n e s s .  
T h e  e m p h a s i s  o n  m a n a g e m e n t  f u n c t i o n s  r a t h e r  t h a n  o w n e r s h i p  
f u n c t i o n s  l e d  t o  s i t u a t i o n s  w h e r e  m a n a g e r s  f o c u s e d  o n l y  o n  
t h e i r  p a r t i c u l a r  t a s k s / r e s p o n s i b i l i t i e s  r a t h e r  t h a n  t h a t  o f  
t h e  o r g a n i s a t i o n  a s  a  w h o l e .
I n  c o n t r a s t  t o  t h e  m a n a g e m e n t  o f  s t a f f ,  m a n a g e r s  w e r e
e x p e c t e d  t o  g i v e  l i t t l e  e m p h a s i s  t o  t h e m s e l v e s  ( s e l f
a d m i n i s t r a t i o n  a n d  s e l f  d e v e l o p m e n t ) . T h e i r  m a i n  c o n c e r n
w a s  o n  e n s u r i n g  t h e  a c c o m p l i s h m e n t  o f  t h e  w o r k  o f  t h e  s t a f f
a s  w e l l  a s  t h e i r  own j o b  t a s k s  a n d  r e s p o n s i b i l i t i e s .  L e s s
a t t e n t i o n  a n d  t i m e  w e r e  g i v e n  t o  t h e m s e l v e s  i n  t e r m s  o f
i m p r o v i n g  t h e i r  p e r s o n a l i t i e s ,  a b i l i t i e s  a n d  c a p a b i l i t i e s .
\
I n  s u m ,  t h e  a b o v e  s i m i l a r i t i e s  o f  t h e  w o r k  o f  m a n a g e r s  
a c r o s s  j o b s  a n d  o r g a n i s a t i o n s  s u g g e s t e d  t h a t  t h e  m a n a g e r s  
w e r e  e x p e c t e d  t o  d e a l  m o s t l y  w i t h  t h e  e x e c u t i o n  o f  s e t
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p o l i c i e s  r e q u i r i n g  a  h i g h  d e g r e e  o f  i n t e r a c t i o n  w i t h  
m e m b e r s  o f  t h e  s a m e  o r g a n i s a t i o n s  a n d  m o s t l y  r e a c t i n g  t o  
s i t u a t i o n a l  d e m a n d s .  T h u s ,  m a n a g e r s  c o u l d  b e  e x p e c t e d  t o  b e  
s e e n  s p e n d i n g  a  l a r g e  p r o p o r t i o n  o f  t h e i r  t i m e  i n  ' p e o p l e  
w o r k '  t h a n  i n  ' p a p e r w o r k  o r  p h y s i c a l  w o r k ' .
8 . 2 . 2 b  D i f f e r e n c e s  r e l a t e d  t o  f u n c t i o n s
D e s p i t e  t h e  s i m i l a r i t i e s  a s  m e n t i o n e d  a b o v e ,  t h e r e  w e r e  
r e m a r k a b l e  d i f f e r e n c e s  a c r o s s  f u n c t i o n a l  a r e a s  i n  t e r m s  o f  
t h e  n a t u r e  o f  e m p h a s i s  a n d  d e g r e e  o f  i m p o r t a n c e  a t t a c h e d  t o  
d i f f e r e n t  a s p e c t s  o f  t h e  w o r k  c o n t e n t  b y  t h e  r o l e - s e t .
A s  i n d i c a t e d  a b o v e ,  t h e  a d m i n i s t r a t i o n  o f  s t a f f  a p p e a r e d  t o  
b e  a  s t r o n g  r e q u i r e m e n t  o f  a l l  m a n a g e r s  i r r e s p e c t i v e  o f  
t h e i r  f u n c t i o n a l  a r e a s .  H o w e v e r ,  t h e y  d i f f e r e d  i n  t h e  
e m p h a s i s .  T h e  PER w e r e  e x p e c t e d  t o  h a n d l e  m o r e  a d  h o c  
i s s u e s ,  e s p e c i a l l y  t h o s e  i s s u e s  r e l a t e d  t o  s t a f f  p e r s o n a l  
i n t e r e s t ,  w h i l s t  m a n a g e r s  h a n d l i n g  o t h e r  f u n c t i o n a l  a r e a s  
w e r e  h a n d l i n g  r o u t i n e  m a t t e r s ,  s u c h  a s  h i r i n g ,  f i r i n g ,  
d e l e g a t i n g  a n d  s u p e r v i s i n g .  I n  o t h e r  w o r d s ,  t h e  n a t u r e  o f  
r e l a t i o n s h i p  b e t w e e n  a  m a n a g e r  p e r f o r m i n g  n o n - p e r s o n n e l  
f u n c t i o n  a n d  s t a f f  u n d e r  h i s / h e r  c o n t r o l  w a s  t a s k - r e l a t e d  
w h i l s t  t h a t  i n v o l v i n g  t h e  PER w a s  e m p l o y e e - r e l a t e d .
F u r t h e r ,  t h e  PER w e r e  n o t  e x p e c t e d  t o  b e  i n v o l v e d  i n  a s  
m a n y  a r e a s  o f  w o r k  a s  c o m p a r e d  t o  o t h e r  t y p e  o f  j o b s .  T h e y  
w e r e  n o t  e x p e c t e d  t o  h a n d l e  m a t t e r s  r e l a t e d  t o  p e r f o r m a n c e ,  
d e v e l o p m e n t  o f  g e n e r a l  w o r k ,  q u a l i t y  o f  s e r v i c e / p r o d u c t ,  
d e a l  w i t h  c u s t o m e r s  a n d / o r  v e n d o r s  o r  s u p p l i e r s ,  f i n a n c e ,  
p r e m i s e s ,  e q u i p m e n t  a n d  m a t e r i a l s .  T h e i r  m a i n
r e s p o n s i b i l i t i e s  a p p e a r e d  t o  b e  p e o p l e - r e l a t e d  a r e a s  s u c h  
a s  d e v e l o p m e n t  o f  s t a f f ,  s e l f  a n d  i n f o r m a t i o n  m a n a g e m e n t .  
C o n s e q u e n t l y ,  m o s t  o f  t h e i r  a c t i v i t i e s  i n v o l v e d  a  l o t  o f  
i n t e r a c t i o n  w i t h  o t h e r  p e o p l e  a n d  a  h i g h  d e g r e e  o f  s e l f  
m a n a g e m e n t .
LM, p e r f o r m i n g  a c t i v i t i e s  r e l a t e d  t o  t h e  o r g a n i s a t i o n ' s
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c o r e  b u s i n e s s ,  w e r e  e x p e c t e d  t o  p l a c e  m o r e  e m p h a s i s  o n  
p e r f o r m a n c e ,  s e r v i c e / p r o d u c t  b e s i d e s  s t a f f  m a n a g e m e n t .  
H o w e v e r ,  i n  t e r m s  o f  o v e r a l l  p e r f o r m a n c e ,  t h e y  w e r e  
b a s i c a l l y  e x p e c t e d  t o  f o c u s  m o r e  o n  m a i n t a i n i n g  r a t h e r  t h a n  
i m p r o v i n g  t h e  t e c h n i q u e  o f  d o i n g  t h i n g s .  Q u a l i t y  o f  
s e r v i c e / p r o d u c t  w a s  a l s o  a n  a r e a  o f  e m p h a s i s  e x p e c t e d  o f  
t h e  LM b u t  b a s i c a l l y ,  t h e  r o l e  w a s  t o  m a i n t a i n  t h e  s t a n d a r d  
o f  q u a l i t y  a s  s e t  b y  t h e  o r g a n i s a t i o n .  I n  m a i n t a i n i n g  t h e  
q u a l i t y  s t a n d a r d ,  LM w e r e  m a i n l y  i n v o l v e d  i n  t r o u b l e ­
s h o o t i n g  r a t h e r  t h a n  i n  m a k i n g  d e c i s i o n s  o n  t h e  r e l e v a n t  
s t a n d a r d  o f  q u a l i t y  o f  g o o d s  p r o d u c e d  o r  s e r v i c e s  r e n d e r e d .
C e n t r a l  t o  t h e  j o b  o f  SP w a s  t h e i r  p a r t i c u l a r  a r e a  o f  
s p e c i a l i s a t i o n .  H o w e v e r ,  i n  c a r r y i n g  o u t  t h e i r  t a s k s  a n d  
r e s p o n s i b i l i t i e s ,  t h e y  w e r e  r e q u i r e d  t o  g e t  i n v o l v e d  i n  
o t h e r  r e l a t e d  a r e a s .  F o r  e x a m p l e ,  t h e  SP o f  C o m p a n y  A ' s  
a r e a  o f  s p e c i a l i s a t i o n  w a s  i n  q u a l i t y  c o n t r o l  b u t  h e  w a s  
e x p e c t e d  t o  p l a c e  r e l a t i v e l y  m o r e  e m p h a s i s  o n  i s s u e s  
r e l a t e d  t o  c u s t o m e r s  a n d  v e n d o r s / s u p p l i e r s  t h a n  a n y  o t h e r  
m a n a g e r s .  I n  o t h e r  w o r d s ,  d e s p i t e  t h e  a r e a  o f
s p e c i a l i s a t i o n  t h a t  SP a r e  e x p e c t e d  t o  d e a l  w i t h i n ,  t h e y  
w e r e  a l s o  e x p e c t e d  t o  b e  k n o w l e d g e a b l e  i n  o t h e r  a r e a s  w h i c h  
w e r e  c l o s e l y  r e l a t e d  t o  t h e i r s .
MLF, o n  t h e  o t h e r  h a n d ,  d u e  t o  t h e i r  m u l t i - f u n c t i o n  t y p e  o f  
j o b ,  w e r e  e x p e c t e d  t o  g i v e  r e l a t i v e l y  e q u a l  s i m i l a r  
a t t e n t i o n  t o  t h e  d i f f e r e n t  a s p e c t s  o f  t h e i r  j o b s .  
N e v e r t h e l e s s ,  r e l a t i v e  t o  o t h e r  j o b  t y p e s ,  t h e y  w e r e  p a y i n g  
m o r e  a t t e n t i o n  t o  p h y s i c a l  a s p e c t s  s u c h  a s  p r e m i s e s ,  
m a t e r i a l s  a n d  e q u i p m e n t .
T h e r e f o r e ,  t h e  d i f f e r e n c e s  b e t w e e n  d i f f e r e n t  j o b  t y p e s  w e r e  
t y p i c a l l y  d i f f e r e n c e s  i n  t h e  n a t u r e  o f  e m p h a s i s  a n d  i n  t h e  
d e g r e e  o f  i m p o r t a n c e  o f  t h e  t a s k s ,  n o t  d i f f e r e n c e s  i n  
w h e t h e r  t h e  t a s k s  w e r e  r e l e v a n t  a t  a l l .  Y e t ,  u n d e r s t a n d i n g  
t h e  n a t u r e  o f  t h e  d i f f e r e n c e s  i s  o f  p a r a m o u n t  i m p o r t a n c e .  
U n t i l  a n d  u n l e s s  a  m a n a g e r  u n d e r s t a n d s  t h e  a r e a s  t o  w h i c h
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h e / s h e  i s  s u p p o s e d  t o  p l a c e  h i g h  p r i o r i t y ,  g i v e n  h i s / h e r  
t i m e  c o n s t r a i n t s ,  h e / s h e  m i g h t  n o t  b e  a b l e  t o  a s s i g n  
p r i o r i t y  t o  e a c h  o f  t h e  m a n y  t a s k s  t h a t  a r e  p o t e n t i a l l y  
i m p o r t a n t  a n d  t h i s  m a y  m a k e  a  d i f f e r e n c e  b e t w e e n  
o u t s t a n d i n g  a n d  a v e r a g e  p e r f o r m a n c e .
8 . 2 . 2 c  D i f f e r e n c e s  r e l a t e d  t o  o r g a n i s a t i o n a l  f o r m
When t h e  c o n t e n t  a n d  t h e  f o r m  o f  m a n a g e r i a l  w o r k  w e r e  
a n a l y s e d  i n  r e l a t i o n  t o  f o r m s  o f  o r g a n i s a t i o n ,  i t  w a s  f o u n d  
t h a t  t h e r e  w a s  a  l o o s e - t i g h t  c o u p l i n g  b e t w e e n  t h e  
v a r i a b l e s .  E x p e c t a t i o n s  a b o u t  t h e  j o b  o f  a  m a n a g e r  w e r e  
c l o s e l y  r e l a t e d  t o  t h e  f o r m s  o f  o r g a n i s a t i o n  w i t h i n  w h i c h  
t h e y  w e r e  l o c a t e d .  T h e  f i n d i n g s  a l s o  s h o w  t h a t  t h e  c o n t e n t  
o f  m a n a g e r i a l  w o r k  i n  c e n t r a l i s e d  o r g a n i s a t i o n s  h a d  s o m e  
e l e m e n t s  i n  common  w i t h  m a n a g e r i a l  w o r k  i n  d e c e n t r a l i s e d  
o r g a n i s a t i o n s  b u t  d i f f e r e d  v a s t l y  f r o m  m a n a g e r i a l  w o r k  i n  
d e c e n t r a l i s e d  ' C l a n 7 o r g a n i s a t i o n s .
On t h e  o t h e r  h a n d ,  t h e  c o u p l i n g  b e t w e e n  m a n a g e r i a l  w o r k  a s  
p r a c t i s e d  a n d  f o r m s  o f  o r g a n i s a t i o n  w a s  l o o s e .  I n  a l l  
f o r m s  o f  o r g a n i s a t i o n  s t u d i e d ,  m a n a g e r s  s e e m e d  t o  p e r f o r m  
a  n u m b e r  o f  s i m i l a r  a c t i v i t i e s .  T h e s e  o b s e r v a t i o n s  h a v e  
s t r o n g  p r a c t i c a l  i m p l i c a t i o n s  f o r  o r g a n i s a t i o n s ,  
p a r t i c u l a r l y  i n  a r e a s  r e l a t e d  t o  r e c r u i t m e n t ,  s e l e c t i o n ,  
t r a i n i n g ,  d e v e l o p m e n t ,  a p p r a i s a l  a n d  r e m u n e r a t i o n s .  ( T h e s e  
i s s u e s  w i l l  b e  d e a l t  f u r t h e r  i n  s e c t i o n  8 . 3 . )
M a n a g e r i a l  w o r k  a s  c o n s t i t u t e d
i .  A r e a s  o f  c o n c e r n  o r  w o r k  c o n t e n t
M a n a g e r s  i n  b o t h  c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  
o r g a n i s a t i o n s  c o n c e n t r a t e d  m o r e  o n  t h e  p e r f o r m a n c e  o f  t h e i r  
r e s p e c t i v e  d e p a r t m e n t s  a n d  s t a f f  t h a n  o n  t h e  o v e r a l l  
p e r f o r m a n c e  o r  s u r v i v a l  o f  t h e i r  o r g a n i s a t i o n s .  H o w e v e r ,  
i n  d e c e n t r a l i s e d  ' C l a n 7 o r g a n i s a t i o n s ,  t h e  o v e r r i d i n g  
c o n c e r n  o f  m a n a g e r s  w a s  t h e  l o n g - t e r m  s u r v i v a l  a n d  g r o w t h  
o f  t h e i r  o r g a n i s a t i o n s  a s  a  w h o l e .  T h e  f i n d i n g s  o f  t h e
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s t u d y  s u g g e s t  t w o  s p e c i f i c  f a c t o r s  t h a t  l e d  t o  t h e s e  
v a r i a t i o n s  i n  m a n a g e r i a l  w o r k  c o n t e n t  i n  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n .
F i r s t  w a s  t h e  d e g r e e  o f  c e n t r a l i s a t i o n  o f  p l a n n i n g /  
d e c i s i o n - m a k i n g  p r o c e s s .  I n  b o t h  t h e  c e n t r a l i s e d  a n d  
d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  c o r p o r a t e  p l a n n i n g / d e c i s i o n ­
m a k i n g  w e r e  c a r r i e d  o u t  b y  t o p  m a n a g e r s  w h i l s t  m i d d l e  a n d  
f i r s t - l i n e  m a n a g e r s  d e s i g n e d  o p e r a t i o n a l  p l a n s  a n d  m a d e  
d e c i s i o n s  w i t h i n  t h e  b r o a d  o b j e c t i v e s  o r  p l a n s  d e c i d e d  b y  
t o p  m a n a g e m e n t .  T h e r e f o r e ,  g i v e n  t h e  l i m i t e d  n a t u r e  o f  
i n v o l v e m e n t  o f  t h e  m a n a g e r s  w i t h  p l a n n i n g / d e c i s i o n - m a k i n g  
d e a l i n g  w i t h  t h e i r  o r g a n i s a t i o n s  a s  a  w h o l e  t h e y  h a d ,  t o  
s o m e  e x t e n t ,  t o  l i m i t  t h e i r  i n t e r e s t  a n d  c o n c e r n  t o  i s s u e s  
f o r  w h i c h  t h e y  w e r e  n o t  d i r e c t l y  i n v o l v e .  T h i s  d i r e c t e d  
t h e m  t o  f o c u s  o n  t h o s e  t h i n g s  f o r  w h i c h  t h e y  w e r e  d i r e c t l y  
i n v o l v e d  a n d  o v e r  w h i c h  t h e y  w e r e  a c c o u n t a b l e  a n d  
r e s p o n s i b l e .
I n  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n ,  c o r p o r a t e  
p l a n s / d e c i s i o n s  w e r e  c e n t r a l i s e d  a t  t h e  t o p  m a n a g e m e n t  
l e v e l  b u t  t h o s e  b e l o w  w e r e  a l s o  i n d i r e c t l y  i n v o l v e d .  I n  
d e v e l o p i n g  t h e  c o r p o r a t e  p l a n s  o r  i n  m a k i n g  c o r p o r a t e  
d e c i s i o n s ,  o p i n i o n s  a n d  i d e a s  f r o m  b e l o w  ( t h e  m i d d l e  
m a n a g e r s ,  i n  p a r t i c u l a r ) ,  w e r e  t a k e n  i n t o  c o n s i d e r a t i o n .  
T h i s  n o t  o n l y  c r e a t e d  g r e a t e r  a w a r e n e s s  a b o u t  t h e  f u t u r e  
d i r e c t i o n  o f  t h e i r  o r g a n i s a t i o n s  b u t  a l s o  a  f e e l i n g  o f  
b e i n g  r e s p o n s i b l e  f o r  t h e  w e l l - b e i n g  o f  t h e  o r g a n i s a t i o n  a s  
a  w h o l e .  B e i n g  i n f o r m e d  o f  o v e r a l l  s t r a t e g y ,  t h e  m a n a g e r s  
w e r e  a b l e  t o  r e l a t e  t h e i r  d e p a r t m e n t a l  o b j e c t i v e s  t o  t h a t  
o f  t h e  o r g a n i s a t i o n s . T h e  i n v o l v e m e n t  o r  p a r t i c i p a t i o n  o f  
m a n a g e r s  i n  m a k i n g  p l a n s / d e c i s i o n s  e m p h a s i s e d  t h a t  t h e r e  
w a s  n o  s i n g l e  o b j e c t i v e  f o r  t h e  o r g a n i s a t i o n ,  i t s  
d e p a r t m e n t s ,  i t s  t e a m s  o r  i t s  i n d i v i d u a l  e m p l o y e e s .
S e c o n d  w a s  t h e  d e g r e e  o f  j o b  s p e c i a l i s a t i o n .  I n  b o t h  
c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  j o b
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s p e c i a l i s a t i o n  w a s  h i g h  a n d  b a s e d  o n  p r e s c r i b e d  r o l e s .  T h e  
t o t a l  w o r k  p r o c e s s  w a s  d i v i d e d  i n t o  h i g h l y  s p e c i a l i s e d  
a r e a s .  F u r t h e r ,  t h e  p e r f o r m a n c e  o f  t h e  m a n a g e r s  w a s  m a i n l y  
j u d g e d  o n  i n d i v i d u a l  o u t p u t  -  a t t a i n m e n t  o f  o b j e c t i v e s  s e t  
f o r  t h e i r  r e s p e c t i v e  d e p a r t m e n t s  - r a t h e r  t h a n  o n  t h e i r  
c o n t r i b u t i o n s  t o w a r d s  t h e  w e l l - b e i n g  o f  t h e  o r g a n i s a t i o n  a s  
a  w h o l e . T h e  m a n a g e r s  w e r e  c o n s e q u e n t l y  o n l y  c o n c e r n e d  
w i t h  t h e i r  r e s p e c t i v e  t a s k s  a n d  m o b i l i s e d  t h e i r  s t a f f  
t o w a r d s  t h e  a c h i e v e m e n t  o f  t h o s e  d e s i r e d  o b j e c t i v e s .
On t h e  o t h e r  h a n d ,  i n  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n s ,  
t h e  s i t u a t i o n  w a s  q u i t e  d i f f e r e n t .  A l t h o u g h ,  t h e  t o t a l  
w o r k  p r o c e s s  w a s  d i v i d e d  i n t o  d i f f e r e n t  f u n c t i o n a l  a r e a s ,  
t h e  d e g r e e -" o f  s p e c i a l i s a t i o n  b e t w e e n  t h e  a r e a s  w a s  l o w .  
A d d i t i o n a l l y ,  t h e  e x i s t e n c e  o f  a  s t r o n g  c o r p o r a t e  c u l t u r e  
e n c o u r a g e d  g r o u p  l o y a l t y  a n d  s h a r e d  o b l i g a t i o n s .  M a n a g e r s ,  
i n  p a r t i c u l a r ,  t e n d e d  t o  t h i n k  o f  t h e m s e l v e s  i n  t e r m s  o f  
t h e  o r g a n i s a t i o n s  t o  w h i c h  t h e y  b e l o n g e d ,  h e n c e  t h e i r  
s t r o n g  c o n c e r n  f o r  t h e  o v e r a l l  p e r f o r m a n c e  o r  s u r v i v a l  o f  
t h e  o r g a n i s a t i o n s ,  t o  w h i c h  d e p a r t m e n t a l  o b j e c t i v e s  b e c a m e  
s u b s e r v i e n t .
i i .  I n v o l v e m e n t  i n  h u m a n  r e s o u r c e  m a n a g e m e n t .
I n  a l l  c a s e s ,  m a n a g e r s  w e r e  s e e n  t o  b e  i n v o l v e d  i n  h u m a n  
r e s o u r c e  m a n a g e m e n t .  M i n t z b e r g  ( 1 9 7 3 )  c l a i m e d  t h a t  a l l  
m a n a g e r s  p e r f o r m e d  a  ' l e a d e r s h i p '  r o l e  m a i n l y  b e c a u s e  t h e y  
h a v e  s u b o r d i n a t e s .  I f  t h e  e s s e n c e  o f  m a n a g e m e n t  i s  t o  g e t  
t h i n g s  d o n e  w i t h  a n d  t h r o u g h  o t h e r  p e o p l e  ( F o l l e t t ,  1 9 4 2 ) ,  
m a n a g e r s  m u s t  a c k n o w l e d g e  t h e  f a c t  t h e y  n e e d  t o  m a n a g e  
p e o p l e ,  e s p e c i a l l y  t h e i r  s u b o r d i n a t e s  u p o n  whom t h e y  a r e  
d i r e c t l y  d e p e n d e n t  i n  g e t t i n g  t h e i r  j o b s  d o n e .
H o w e v e r ,  m a t t e r s  r e l a t e d  t o  p e r s o n a l  i n t e r e s t  o f  t h e  s t a f f ,  
g r i e v a n c e s  a n d  d i s s a t i s f a c t i o n  w e r e  g e n e r a l l y  r e f e r r e d  b a c k  
t o  t h e  p e r s o n n e l  s p e c i a l i s t s  e x c e p t  i n  d e c e n t r a l i s e d  ' C l a n '  
o r g a n i s a t i o n s  w h e r e  m a n a g e r s  w e r e  e x p e c t e d  t o  h a n d l e  t h e s e
m a t t e r s  t h e m s e l v e s .  T h e  s i t u a t i o n  i n  t h e  d e c e n t r a l i s e d  
' C l a n 7 o r g a n i s a t i o n s  w a s  l i n k e d  t o  t h e  o r g a n i s a t i o n 7s 
m o t i v a t i o n  s y s t e m .  O n e  o f  t h e  e m p h a s e s  o f  t h e  m o t i v a t i o n  
s y s t e m  i n  C o m p a n y  B w a s  o n  s a t i s f a c t i o n  o f  w o r k - l i f e  
c o n s i s t e n t  w i t h  c o r p o r a t e  v a l u e s .  I n  e n s u r i n g  t h a t  t h i s  
s y s t e m  w a s  c a r r i e d  o u t  e f f e c t i v e l y ,  m a n a g e r s  w e r e  e x p e c t e d  
t o  p l a y  a  m a j o r  r o l e  i n  p r o m o t i n g ,  s h a p i n g  a n d  a s s u r i n g  
t h a t  t h e  b e h a v i o u r  o f  t h e i r  s t a f f  w e r e  c o n s i s t e n t  w i t h  s u c h  
v a l u e s .
i i i .  P e r f o r m a n c e  o f  s p e c i a l i s t / t e c h n i c a l  a n d  g e n e r a l /  
a d m i n i s t r a t i v e  w o r k
M a n a g e r s  i n  t h e  v a r i o u s  f o r m s  o f  o r g a n i s a t i o n  p e r f o r m e d  
b o t h  s p e c i a l i s t / t e c h n i c a l  a n d  g e n e r a l / a d m i n i s t r a t i v e  w o r k .  
B e s i d e s  b e i n g  t e c h n i c a l l y  q u a l i f i e d  t o  l e a d  t h e i r  
r e s p e c t i v e  d e p a r t m e n t s  o r  d i v i s i o n s  a n d  h a n d l e  m a t t e r s  
r e l a t e d  t o  t h e i r  t e c h n i c a l  e x p e r t i s e ,  t h e y  w e r e  a l s o  
e x p e c t e d  t o  t a k e  c a r e  o f  s t a f f i n g  m a t t e r s  a n d  p e r f o r m  
g e n e r a l / a d m i n i s t r a t i v e  w o r k .  N e v e r t h e l e s s ,  m a n a g e r s  i n  
d e c e n t r a l i s e d  ' C l a n 7 o r g a n i s a t i o n s  p e r f o r m e d  m o r e  w o r k  
r e l a t e d  t o  g e n e r a l /  a d m i n i s t r a t i v e  m a t t e r s  t h a n  m a n a g e r s  i n  
c e n t r a l i s e d  o r  d e c e n t r a l i s e d  o r g a n i s a t i o n s .  T h e y  w e r e  a l s o  
e x p e c t e d  t o  b e  a w a r e  o f  t h e  b u s i n e s s  e n v i r o n m e n t  w i t h i n  
w h i c h  t h e i r  o r g a n i s a t i o n s  w e r e  i n v o l v e d  s o  a s  t o  b e  a b l e  t o  
s u g g e s t  i n p u t s  e s s e n t i a l  f o r  t h e  s u r v i v a l / g r o w t h  o f  t h e i r  
o r g a n i s a t i o n s .  T h e  l o w  d e g r e e  o f  j o b  s p e c i a l i s a t i o n  l e d  t o  
h i g h  m o b i l i t y  b e t w e e n  d i f f e r e n t  f u n c t i o n a l  a r e a s  a n d  t h i s  
f u r t h e r  n e c e s s i t a t e d  t h e  n e e d  t o  b e  g e n e r a l  i n  o u t l o o k .
i v .  A c h i e v e m e n t - o r i e n t a t i o n
M a n a g e r s  w e r e  c h a r g e d  w i t h  a c h i e v i n g  e x p e c t e d  r e s u l t s ,  b u t  
how t h e y  a c h i e v e d  t h e m  w a s  l e s s  i m p o r t a n t .  R u l e s  a n d  
r e g u l a t i o n s ,  i n  m o s t  c a s e s  a c t e d  a s  g u i d e l i n e s  o v e r  w h a t  
t h e  m a n a g e r s  c o u l d  a n d  c o u l d  n o t  d o .  I n  m o s t  c a s e s ,  
m a n a g e r s  w e r e  g i v e n  t h e  f l e x i b i l i t y  t o  ' i g n o r e 7 t h e m .  T h e
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e x p e c t a t i o n s  e x p r e s s e d  b y  m e m b e r s  o f  t h e i r  r o l e - s e t  o r  a s  
p e r c e i v e d  b y  t h e m  t o  b e  e x p e c t e d  b y  m e m b e r s  o f  t h e i r  r o l e  
s e t  f o c u s e d  m a i n l y  o n  d e s i r e d  o u t c o m e s  r a t h e r  t h a n  o n  t h e  
m e a n s  o f  a c h i e v i n g  t h o s e  o u t c o m e s .  T h e  n a t u r e  a n d  e m p h a s i s  
o f  t h e  d e s i r e d  r e s u l t s  n e v e r t h e l e s s  v a r i e d  f r o m  o n e  
o r g a n i s a t i o n  t o  a n o t h e r .  T h e  m i n i m a l  e m p h a s i s  o n  how 
m a n a g e r s  s h o u l d  p e r f o r m  t h e i r  w o r k  m i g h t  h a v e  b e e n  d u e  t o  
t h e  r e c o g n i t i o n  o f  i n d i v i d u a l  v a r i a t i o n s  ( S t e w a r t ,  1 9 8 3 ) .  
T h e  e x i s t e n c e ,  a s  w e l l  a s  t h e  e x t e n t ,  o f  i n d i v i d u a l  
v a r i a t i o n s  i n  p e r f o r m i n g  m a n a g e r i a l  w o r k  m i g h t  a l s o  h a v e  
b e e n  i n f l u e n c e d  b y  e x p e r i e n c e ,  t h e i r  u n d e r s t a n d i n g  o f  t h e i r  
j o b s  a n d  p e r c e p t i o n s  o f  w h a t  t h e y  w e r e  s u p p o s e d  t o  d o  
( B u r g o y n e  a n d  H o d g s o n ,  1 9 8 3 ;  S t e w a r t ,  1 9 8 2 ) .
v .  H a n d l i n g  m o r e  m a t t e r s  r e l a t i n g  t o  t h e  p r e s e n t  a n d  t h e  
k n o w n  t h a n  t h e  f u t u r e  a n d  t h e  u n k n o w n
T h e  d e g r e e  o f  e m p h a s i s  b e t w e e n  o w n e r s h i p  a n d  m a n a g e m e n t  
f u n c t i o n s  i n  a n  o r g a n i s a t i o n  i n f l u e n c e d  t h e  d e g r e e  t o  w h i c h  
m a n a g e r s  p e r f o r m e d  a c t i v i t i e s  r e l a t e d  t o  t h e  p r e s e n t  a n d  
t h e  k n o w n  o r  t h e  f u t u r e  a n d  t h e  u n k n o w n .  I n  c e n t r a l i s e d  
o r g a n i s a t i o n s ,  m a n a g e r s  w e r e  e x p e c t e d  t o  f o c u s  o n  
a d m i n i s t r a t i o n  o f  v a r i o u s  a s p e c t s  o f  t h e i r  j o b s  -  h a n d l e  
m a t t e r s  r e l a t e d  t o  t h e  p r e s e n t  a n d  t h e  k n o w n .  C o n v e r s e l y ,  
m a n a g e r s  i n  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n s ,  w e r e  
e x p e c t e d  t o  f o c u s  o n  t h e  d e v e l o p m e n t  a s p e c t s  o f  t h e i r  j o b s  
a n d  t o  h a n d l e  i s s u e s  r e l a t e d  t o  t h e  f u t u r e  a n d  t h e  u n k n o w n .  
M e a n w h i l e ,  m a n a g e r s  i n  d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  w e r e  
e x p e c t e d  t o  h a n d l e  i s s u e s  r e l a t e d  t o  a d m i n i s t r a t i v e ,  a s  
w e l l  a s  t o  d e v e l o p m e n t ,  a s p e c t s  o f  t h e i r  j o b s .
I n  s u m ,  t h e  a b o v e  k e y  e l e m e n t s  o f  t h e  m a n a g e r s '  w o r k  
c o n t e n t  a s  e x p e c t e d  b y  o t h e r s ,  s u g g e s t  t h a t  v a r i a t i o n s  i n  
m a n a g e r i a l  w o r k  a r e  m a i n l y  i n f l u e n c e d  b y  t h r e e  m a i n  f a c t o r s
(1 )  d e g r e e  o f  c e n t r a l i s a t i o n  o f  p l a n n i n g / d e c i s i o n - m a k i n g  
p r o c e s s ,  (2 )  f r a g m e n t a t i o n  o f  o w n e r s h i p  a n d  m a n a g e m e n t  
f u n c t i o n s  a n d  (3 )  e m p h a s i s  b e t w e e n  o w n e r s h i p  a n d  m a n a g e m e n t
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tM a n a g e r s '  a c t u a l  w o r k  C o n t e n t
T h e  f i n d i n g s  o f  t h i s  s t u d y  a l s o  p r o v i d e  i n f o r m a t i o n  o n  t h e  
a c t u a l  w o r k  o f  m a n a g e r s  i n  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n  
( r e f e r  t o  C h a p t e r  S i x )  . I n  c o n t r a s t  t o  e x p e c t a t i o n s  o n  
m a n a g e r i a l  w o r k ,  t h e  c o u p l i n g  b e t w e e n  m a n a g e r i a l  w o r k  a s  
p r a c t i s e d  a n d  f o r m s  o f  o r g a n i s a t i o n  w a s  l o o s e .  H o w e v e r ,  
t h e  f i n d i n g s  o f  t h i s  s t u d y  i n d i c a t e d  f e w  v a r i a t i o n s  i n  
m a n a g e r i a l  p e r f o r m a n c e  a m o n g  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n s :
i .  vP e o p l e  w o r k '
T h e  f i n d i n g s  o f  t h i s  s t u d y ,  a s  w e l l  a s  p r e v i o u s  s t u d i e s  
( e . g .  K o t t e r ,  1 9 8 2 ;  L u t h a n s  e t  a l . ,  1 9 8 8 ;  M i n t z b e r g ,  1 9 7 3 ;  
S t e w a r t ,  1 9 6 7 ,  1 9 7 6 )  h a v e  s h o w n  t h a t  m a n a g e r i a l  w o r k
i n v o l v e s  a  l o t  o f  p e o p l e  m a n a g e m e n t  w h e r e  g o o d  
c o m m u n i c a t i o n  s k i l l  i s  r e q u i r e d .  T h i s  s t u d y  f o u n d  t h a t ,  o n  
a v e r a g e ,  m o r e  t h a n  t h r e e - q u a r t e r s  o f  t h e  w o r k i n g  t i m e  o f  
t h e  m a n a g e r s  s t u d i e d  w a s  s p e n t  i n  d i r e c t  v e r b a l
c o m m u n i c a t i o n ,  p a r t i c u l a r l y  w i t h  m e m b e r s  o f  t h e  s a m e  
o r g a n i s a t i o n  ( s u b o r d i n a t e s ,  c o l l e a g u e s  a n d  s u p e r i o r s ) . 
I n t e r a c t i o n s  w i t h  m e m b e r s  o u t s i d e  t h e i r  o r g a n i s a t i o n s ,  s u c h  
a s  c u s t o m e r s / c l i e n t s ,  v e n d o r s / s u p p l i e r s  a n d  g o v e r n m e n t  
a g e n c i e s  w e r e  m i n i m a l .  T h i s  o b s e r v a t i o n  m i g h t  b e  d i f f e r e n t  
h a d  t h e  s u b j e c t s  o f  t h e  s t u d y  b e e n  t o p  m a n a g e m e n t  p e o p l e ,  
s u c h  a s  t h e  C h i e f  E x e c u t i v e  O f f i c e r  o r  M a n a g i n g  D i r e c t o r  o f  
t h e  p a r t i c i p a t i n g  o r g a n i s a t i o n s .
i i .  W o r k i n g  m o s t l y  w i t h i n  t h e  p r e m i s e s  o f  t h e i r  
o r g a n i s a t i o n s
M a n a g e r s  w o r k e d  m o s t l y  w i t h i n  t h e  p r e m i s e s  o f  t h e i r  
o r g a n i s a t i o n s ,  p a r t i c u l a r l y  a t  t h e i r  o f f i c e s .  T h e  d a t a  
i n d i c a t e d  t h a t  o n  a v e r a g e  m o r e  t h a n  h a l f  o f  t h e i r  w o r k i n g  
t i m e  w a s  s p e n t  i n t e r a c t i n g  w i t h  o t h e r  p e o p l e  i n  t h e i r
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f u n c t i o n s  i n  an  o r g a n i s a t i o n .
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o f f i c e s .  T h e y  s p e n t  v e r y  l i t t l e  t i m e  o u t s i d e  t h e  p r e m i s e s  
o f  t h e i r  o r g a n i s a t i o n s .  A g a i n ,  t h i s  o b s e r v a t i o n  m i g h t  h a v e  
b e e n  d i f f e r e n t  h a d  t h e  s u b j e c t s  o f  t h e  s t u d y  b e e n  t o p  
m a n a g e m e n t  p e o p l e .
i i i  P e r f o r m i n g  a c t i v i t i e s  w h i c h  a r e  m o r e  r e l a t e d  t o  
a d m i n i s t r a t i o n  t h a n  d e v e l o p m e n t
I t  h a s  b e e n  i n d i c a t e d  e a r l i e r  t h a t  m a n a g e r s  i n  ' c l a n 7 
o r g a n i s a t i o n s  w e r e  e x p e c t e d  t o  f o c u s  r e l a t i v e l y  m o r e  o n  
d e v e l o p m e n t  a s p e c t s  o f  t h e i r  j o b s  a s  c o m p a r e d  w i t h  t h e i r  
c o u n t e r p a r t s  i n  c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  
o r g a n i s a t i o n s .  H o w e v e r ,  t h e  f i n d i n g s  o f  t h i s  s t u d y  
d e m o n s t r a t e d  t h a t  m a n a g e r s  i n  a l l  t h e  v a r i o u s  f o r m s  o f  
o r g a n i s a t i o n s  s p e n t  m o s t  o f  t h e i r  d a y - t o - d a y  a c t i v i t i e s  
d e a l i n g  w i t h  a d m i n i s t r a t i v e ,  r a t h e r  t h a n  d e v e l o p m e n t a l  
i s s u e s .  T h i s  m i g h t  h a v e  b e e n  t h e  c a s e  b e c a u s e  o f  t h e  
c o n s t a n t  r e q u i r e m e n t  t o  m a i n t a i n  t h e  s m o o t h  r u n n i n g  o f  t h e  
e x i s t i n g  s y s t e m s .  E v e n  i f  t h e  s t u d y  h a d  b e e n  c o n d u c t e d  o n  
a  l o n g i t u d i n a l  b a s i s ,  t h e r e  a r e  r e a s o n s  t o  b e l i e v e  t h a t  t h e  
m a n a g e r s  w o u l d  h a v e  b e e n  s h o w n  t o  s p e n d  m o s t  o f  t h e i r  t i m e  
h a n d l i n g  a d m i n i s t r a t i v e  t h a n  d e v e l o p m e n t a l  w o r k  s i n c e  o n c e  
a  c h a n g e  i s  i n t r o d u c e d ,  t h e  m a n a g e r  i n v o l v e d  i n  i n i t i a t i n g  
t h e  c h a n g e  w o u l d  b e  b u s y  m a i n t a i n i n g  a n d  m o n i t o r i n g  t h e  n e w  
s y s t e m  t o  e n s u r e  t h a t  i t  f u n c t i o n e d  a c c o r d i n g  t o  p l a n .
F u r t h e r ,  a  m a j o r i t y  o f  t h e  a c t i v i t i e s  r e l a t e d  t o  
a d m i n i s t r a t i o n  w e r e  r e l a t e d  t o  t h e  a r e a s  o f  s t a f f i n g  a n d  
g e n e r a l  w o r k  m a t t e r s .  T h i s  m i g h t  r e f l e c t  t h e  ' a c h i e v e m e n t - 
o r i e n t e d 7 e x p e c t a t i o n s  u p o n  t h e m  w h i c h  r e q u i r e d  t h e m  
c o n s t a n t l y  t o  m o n i t o r  t h e  w o r k  p r o g r e s s . T he .  n e e d  t o  
o b t a i n  c o n s t a n t  f e e d b a c k  a n d  s u p e r v i s i o n  o f  d e l e g a t e d  w o r k  
l e d  t o  t h e i r  p r e o c c u p a t i o n  w i t h  s t a f f  a n d  w o r k  i n  p r o g r e s s .
i v .  P e r f o r m i n g  r o l e  e x p e c t a t i o n s
M a n a g e r s  p e r f o r m e d  m ore  a c t i v i t i e s  t o  f u l f i l  t h e
e x p e c t a t i o n s  o f  s u p e r i o r s  t h a n  a c t i v i t i e s  r e l a t i n g  t o  t h e  
e x p e c t a t i o n s  o f  s u b o r d i n a t e s  - w h a t  H a l e s  a n d  N i g h t i n g a l e  
( 1 9 8 6 )  r e f e r  t o  a s  " d e a f n e s s  d o w n w a r d s " .  M a n a g e r s  i n  
c e n t r a l i s e d  o r g a n i s a t i o n s  w e r e  m o r e  s e n s i t i v e  t o  t h e  
e x p e c t a t i o n s  o f  t h e i r  s u p e r i o r s  t h a n  t h e i r  c o u n t e r p a r t s  i n  
d e c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n s .  I n  
t h e  l a t t e r ,  m a n a g e r s  w e r e  m o r e  a w a r e  o f  a n d  r e s p o n s i v e  t o  
e x p e c t a t i o n s  f r o m  t h o s e  b e l o w  t h e m .  T h e s e  o b s e r v a t i o n s  
m i g h t  b e  s t r o n g l y  r e l a t e d  t o  t h e  d e g r e e  o f  c e n t r a l i s a t i o n  
o f  d e c i s i o n - m a k i n g  a n d  t h e  e x t e n t  o f  f l e x i b i l i t y  i n v o l v e d  
i n  t h e  m a n a g e r s '  w o r k .  When t h e  p o w e r  o f  d e c i s i o n - m a k i n g  
i s  h i g h l y  c e n t r a l i s e d  a n d  m a n a g e r i a l  w o r k  i s  c o n f i n e d  t o  
t h e  d i r e c t i v e s  o f  t h e i r  s u p e r i o r s  a n d / o r  j o b s  d e s c r i p t i o n s ,  
m a n a g e r s '  b e h a v i o u r s  i s  i n d i r e c t l y  c o n s t r a i n e d  b y  w h a t  a r e  
m a d e  k n o w n  t o  t h e m .  T h i s  m ay  g i v e  r i s e  t o  t h e i r  
p r e o c c u p a t i o n  w i t h  w h a t  a r e  e x p l i c i t l y  i n d i c a t e d ,  l e a v i n g  
l i t t l e  t i m e  t o  e n t e r t a i n  t h e  r e q u i r e m e n t s  o f  p e o p l e  b e l o w  
t h e m  w h o s e  r e q u i r e m e n t s  a r e ,  i n  m o s t  c a s e s ,  i m p l i c i t .  On 
t h e  o t h e r  h a n d ,  w h e n  t h e  d e g r e e  o f  c e n t r a l i s a t i o n  i n  
d e c i s i o n - m a k i n g  i s  l o w  a n d  m a n a g e r s  h a v e  f l e x i b i l i t y  i n  
p e r f o r m i n g  t h e i r  j o b s ,  t h e y  a r e  b e t t e r  a b l e  t o  g i v e  m o r e  
e m p h a s i s  t o  t h e  e x p e c t a t i o n s  o f  t h o s e  ' b e l o w '  t h e m ,  a s  w e l l  
a s  t h e  e x p e c t a t i o n s  o f  t h o s e  ' a b o v e '  t h e m .
v .  M a n a g e r s  p e r f o r i n  s o m e  a c t i v i t i e s  n o t  e x p e c t e d  b y  t h e  
r o l e - s e t
G e n e r a l l y ,  i n  a c h i e v i n g  r e s u l t s ,  m a n a g e r s  p e r f o r m e d  
a c t i v i t i e s  w h i c h  w e r e  n o t  e x p e c t e d  o f  t h e m  b y  m e m b e r s  o f  
t h e i r  r o l e - s e t ,  r e f e r r e d  t o  i n  t h i s  s t u d y  a s  ' p o s i t i v e '  
i n c o n g r u e n c e  ( H a l e s ,  1 9 8 7 ) .  T h e  f i n d i n g s  o f  t h i s  s t u d y  
s e e m e d  t o  s u g g e s t  a  c l e a r  l i n k  b e t w e e n  t h e  d e g r e e  o f  
' p o s i t i v e '  i n c o n g r u e n c e  b e t w e e n  e x p e c t a t i o n s  a n d  a c t i v i t i e s  
a n d  t h e  f l e x i b i l i t y  w h i c h  t h e  m a n a g e r s  h a d  i n  p e r f o r m i n g  
t h e i r  j o b s .  M a n a g e r s  i n  d e c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  
' C l a n '  o r g a n i s a t i o n s  w e r e  o b s e r v e d  t o  p e r f o r m  m o r e  
a c t i v i t i e s  o f  t h i s  n a t u r e  t h a n  d i d  t h e  m a n a g e r s  i n
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c e n t r a l i s e d  o r g a n i s a t i o n .  ( T h i s  i s s u e  w i l l  b e  c o n s i d e r e d  
f u r t h e r  b e l o w . )
C o m p a r i s o n s  b e t w e e n  j o b s
I n  t h i s  s t u d y ,  t h e  d a t a  c o l l e c t e d  p e r m i t t e d  d i r e c t  
c o m p a r i s o n  b e t w e e n  m a n a g e r s  p e r f o r m i n g  b r o a d l y  s i m i l a r  j o b s  
i n  o n l y  t w o  f o r m s  o f  o r g a n i s a t i o n .  B e s i d e s  t h o s e  m e n t i o n e d  
a b o v e ,  t h e r e  a r e  t w o  o t h e r  f e a t u r e s  w o r t h  m e n t i o n i n g :
i .  I n v o l v e m e n t  i n  s c h e d u l e d  m e e t i n g s
M a n a g e r s  i n  c e n t r a l i s e d  o r g a n i s a t i o n s  s p e n t  m o r e  t i m e  
a t t e n d i n g  s c h e d u l e d  m e e t i n g s  t h a n  t h e i r  c o u n t e r p a r t s  i n  
d e c e n t r a l i s e d  o r g a n i s a t i o n s .  T h e  d e g r e e  o f  c e n t r a l i s a t i o n  
o f  t h e  d e c i s i o n - m a k i n g  p r o c e s s  a n d ,  t o  s o m e  e x t e n t ,  t h e  
c o n t r o l  s y s t e m  i n  p r a c t i c e  s e e m s  t o  h a v e  h a d  a  s t r o n g  
i n f l u e n c e  o n  t h i s .  I n  c e n t r a l i s e d  o r g a n i s a t i o n s ,  d e c i s i o n s  
w e r e  c o n c e n t r a t e d  a m o n g  f e w  p e o p l e  a n d  t h e  r e s p o n s i b i l i t y  
t o  c o n t r o l  a c t i v i t i e s  r e s t e d  m a i n l y  w i t h  t h i r d  p a r t i e s  o r  
s u p e r i o r s . T o  k e e p  c l o s e  w a t c h  o n  w h a t  w a s  h a p p e n i n g  a n d  
t o  a s c e r t a i n  t h a t  e v e r y t h i n g  w a s  g o i n g  t o  p l a n ,  c o n s t a n t  
m o n i t o r i n g  o f  t h e  s t a t e  o f  w o r k  p r o g r e s s  a n d  a m o u n t  o f  
d e t a i l e d  i n f o r m a t i o n  o b t a i n e d  w e r e  o f  p a r a m o u n t  i m p o r t a n c e  
t o  t h e  t o p  m a n a g e m e n t  l e v e l ,  t h u s  t h e  n e e d  t o  k e e p  i n  
c o n s t a n t  t o u c h  w i t h  t h o s e  b e l o w .
I n  d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  w h e r e  m i d d l e  m a n a g e r s  w e r e  
g i v e n  m o r e  a u t h o r i t y ,  a s  w e l l  a s  r e s p o n s i b i l i t y ,  t o  
' m a n a g e '  w o r k  ( r e l a t i n g  t o  t a c t i c a l  o r  o p e r a t i o n a l  
m a t t e r s ) , c o n s t a n t  m o n i t o r i n g  o f  w o r k  p r o g r e s s  a n d  
i n f o r m a t i o n  r e l e v a n t  t o  d e c i s i o n s  a b o u t  o p e r a t i o n a l  
s t r a t e g y  w e r e  l e s s  i m p o r t a n t .  W h a t  w a s  i m p o r t a n t  w a s  t h a t  
t h e  m a n a g e r s  p r o d u c e  r e s u l t s .
i i .  F l e x i b i l i t y  and  f r e e d o m  i n  m a n a g e r i a l  w ork
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M a n a g e r s  i n  c e n t r a l i s e d  o r g a n i s a t i o n s  h a d  l e s s  f l e x i b i l i t y  
a n d  f r e e d o m  w i t h i n  w h i c h  t o  t h e y  d o  t h e i r  w o r k  a s  c o m p a r e d  
w i t h  t h e i r  c o u n t e r p a r t s  i n  d e c e n t r a l i s e d  o r g a n i s a t i o n s .  
T h e r e  w a s  a  c l e a r  l i n k  b e t w e e n  t h e  d e g r e e  o f  c e n t r a l i s a t i o n  
o f  d e c i s i o n - m a k i n g  p r o c e s s  a n d  f l e x i b i l i t y  a n d  f r e e d o m  i n  
m a n a g e r i a l  w o r k .
I n  s u m ,  m a n a g e r s  i n  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n  b e h a v e d  
i n  q u i t e  s i m i l a r  w a y s ,  e x c e p t  i n  t e r m s  o f  h o u r s  s p e n t  
a t t e n d i n g  s c h e d u l e d  m e e t i n g s  a n d  t h e  f l e x i b i l i t y  i n v o l v e d  
i n  p e r f o r m i n g  t h e i r  w o r k .  I n  s h o r t ,  o r g a n i s a t i o n a l  
d i f f e r e n c e s  a t  t h e  l e v e l  o f  m a n a g e r i a l  w o r k  p r a c t i c e s  w e r e  
l i m i t e d .
8 . 2 . 3  M a n a g e r i a l  e f f e c t i v e n e s s
T h e  r e c o g n i t i o n  t h a t  m a n a g e r s  a r e  n o t  b o r n  b u t  c a n  b e  
d e v e l o p e d  h a s  l e d  t o  t h e  r a p i d  g r o w t h  o f  m a n a g e m e n t  
e d u c a t i o n ,  t r a i n i n g  a n d  d e v e l o p m e n t  a i m e d  a t  p r o d u c i n g  
e f f e c t i v e  m a n a g e r s .  I t  h a s  a l s o  b e e n  a r g u e d  b y  w r i t e r s  a n d  
l e a d e r s  o f  d e v e l o p i n g  c o u n t r i e s  t h a t  a  l a c k  o f  c a p a b l e  
m a n a g e r s  i s  t h e  m a j o r  l i m i t i n g  f a c t o r  t o  e c o n o m i c  p r o g r e s s  
( I b o k o ,  1 9 7 6 ;  Y a v a s ,  K a y n a k  a n d  D i l b e r ,  1 9 8 5 ) .  I n  s h o r t ,  
m a n a g e r s  a r e  s e e n  a s  t h e  b a c k b o n e  o f  e c o n o m i c  p r o g r e s s ,  
h e n c e ,  t h e  n e e d  t o  d e v e l o p  ' e f f e c t i v e 7 m a n a g e r s .
I r o n i c a l l y ,  t o  d a t e ,  m a n a g e m e n t  w r i t e r s  h a v e  y e t  t o  a g r e e  
o n  a  common d e f i n i t i o n  f o r  t h e  t e r m  ' e f f e c t i v e n e s s 7 . 
F o l l o w i n g  t h e  w o r k  o f  B o y a t z i s  ( 1 9 8 2 ) ,  B e n n e t t  a n d  B r o d i e  
( 1 9 7 . 9 ) ,  C a m p b e l l  e t  a l . ( 1 9 7 0 ) ,  S a l a n c i k  e t  a l . ( 1 9 7 5 ) ,
H a l e s  ( 1 9 8 6 )  a r g u e d  t h a t  ' m a n a g e r i a l  e f f e c t i v e n e s s 7 i s  t h e  
d e g r e e  o f  c o n g r u e n c e  b e t w e e n  m a n a g e r i a l  a c t i o n s  
( p e r f o r m a n c e )  a n d  d e s i r e d  o u t c o m e s  ( e x p e c t a t i o n s ) . T h e  
h i g h e r  t h e  d e g r e e  o f  c o n g r u e n c y  b e t w e e n  a c t i o n s  a n d  
o u t c o m e s ,  t h e  m o r e  e f f e c t i v e  i s  t h e  m a n a g e r  a n d  v i c e  v e r s a .  
A p p l y i n g  r o l e  a n a l y s i s  t o  p e r f o r m a n c e  e v a l u a t i o n s  o f
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m a n a g e r s  s u g g e s t s  t h a t  m a n a g e r i a l  e f f e c t i v e n e s s  i s  
s i g n i f i c a n t l y  i n f l u e n c e d  b y  (1)  t h e  m a n a g e r s  i n s i g h t  i n t o  
a n d  u n d e r s t a n d i n g  o f  o t h e r s '  e x p e c t a t i o n s  o f  t h e i r  w o r k  a n d
(2)  t h e i r  a b i l i t y  t o  m e e t  t h o s e  e x p e c t a t i o n s .
T h e  f i n d i n g s  o f  t h i s  s t u d y  h a v e  a l s o  s h o w n  t h a t  
e x p e c t a t i o n s  o f  o t h e r s  c o n c e r n e d  t h e  w o r k  o f  m a n a g e r s  v a r y  
f r o m  o n e  f o r m  o f  o r g a n i s a t i o n  t o  a n o t h e r .  T h e r e f o r e ,  w h a t  
c o n s t i t u t e s  e f f e c t i v e  p e r f o r m a n c e  i n  a  p a r t i c u l a r  f o r m  o f  
o r g a n i s a t i o n  m i g h t  n o t  b e  e f f e c t i v e  i n  o t h e r  f o r m s  o f  
o r g a n i s a t i o n .  T h u s ,  i n  i d e n t i f y i n g  m a n a g e r i a l
' e f f e c t i v e n e s s '  , e v a l u a t i o n  o f  m a n a g e r i a l  p e r f o r m a n c e  
s h o u l d  n o t  n e g l e c t  a n a l y s i s  f r o m  t h e  i n s t i t u t i o n a l  
p e r s p e c t i v e ,  i . e .  t a k i n g  i n t o  c o n s i d e r a t i o n  f o r m s  o f  
o r g a n i s a t i o n  w i t h i n  w h i c h  t h e y  w o r k .
T h e r e f o r e ,  e v a l u a t i o n  o f  m a n a g e r i a l  e f f e c t i v e n e s s  i s  m o r e  
c o m p l e t e  b y  e x a m i n i n g  i t  i n  t e r m s  o f  t w o  a s p e c t s :  (1)  t h e
a c c u r a c y  o f  m a n a g e r s '  p e r c e p t i o n s  o f  t h e  e x p e c t a t i o n s  o f  
o t h e r s  a n d  (2)  t h e  s t r u c t u r a l  a r r a n g e m e n t s  o f  t h e  
o r g a n i s a t i o n s  w i t h i n  w h i c h  m a n a g e r s  w o r k .  T h e  f o r m e r  
a f f e c t s  t h e  e m p h a s i s  u p o n  w h i c h  m a n a g e r s  s h o u l d  g i v e  t o  
p e r f o r m i n g  d i f f e r e n t  a s p e c t s  o f  t h e i r  j o b s ,  w h i l s t  t h e  
l a t t e r  m a y  e i t h e r  f a c i l i t a t e  o r  p r o h i b i t  t h e  a c h i e v e m e n t  o f  
t h o s e  p e r c e i v e d  e x p e c t a t i o n s .
A m i d  t h e  d i v e r s i t y  o f  t h e  j o b s  o f  t h e  m a n a g e r s  a n d  t h e  
o r g a n i s a t i o n s  w i t h i n  w h i c h  t h e y  w o r k e d ,  t h i s  s t u d y  i s  a b l e  
t o  h i g h l i g h t  f o u r  s p e c i f i c  a r e a s  o f  i m p o r t a n c e ,  i n  
d e v e l o p i n g  e f f e c t i v e  m a n a g e r s .
8 . 2 . 3 a  M a n a g e r s  n e e d  t o  m e e t  t h e  e x p e c t a t i o n s  o f  
d i f f e r e n t  g r o u p s  o f  r o l e - s e t .
T a k i n g  t h e  v i e w  t h a t  m a n a g e m e n t  i s  a  s o c i a l  a c t i v i t y ,  t h e  
i d e n t i f i c a t i o n  o f  w h a t  m a n a g e r s  s h o u l d  d o  m u s t  b e  e x a m i n e d  
f r o m  t h e  p o i n t  o f  v i e w s  o f  d e m a n d s  m a d e  b y  m e m b e r s  o f  t h e  
m a n a g e r s '  r o l e - s e t ,  a s  w e l l  a s  t h e  s t a n d a r d  j o b
d e s c r i p t i o n .  When e f f e c t i v e n e s s  i s  m e a s u r e d  i n  t h e  c o n t e x t  
o f  t h e  s o c i a l  s t r u c t u r e ,  i . e .  b a s e d  o n  t h e  r e q u i r e m e n t s  o f  
m e m b e r s  o f  t h e  r o l e - s e t ,  i t  b e c o m e s  a  v a l u e  j u d g e m e n t  
o r i g i n a t i n g  f r o m  t h e s e  s o u r c e s  o f  e x p e c t a t i o n s  ( C a m p b e l l ,  
1 9 7 6 ;  S c o t ,  1 9 7 7 ;  S t e e r s ,  1 9 7 7 )  . T h e s e  m u l t i p l e  r o l e -  
s e n d e r s  e v a l u a t e  a  f o c a l  m a n a g e r ' s  e f f e c t i v e n e s s  i n  a  
p a r t i c u l a r i s t i c  w a y  ( T s u i ,  1 9 8 4 ) ,  s i n c e  e a c h  g r o u p  h a s  a n  
i n t e r e s t  i n  a n d  p e r c e p t i o n s  o f  d i f f e r e n t  a s p e c t s  o f  t h e  
f o c a l  m a n a g e r ' s  r o l e .  T h u s ,  t h e  d e g r e e  o f  c o m p l e x i t y  
i n v o l v e d  i n  b e c o m i n g  a n  e f f e c t i v e  m a n a g e r  r e s t  o n  t h e  
h o m o g e n e i t y  o r  h e t e r o g e n e i t y  o f  t h o s e  e x p e c t a t i o n s  ( H a l e s ,  
1 9 8 6 ) .
8 . 2 . 3 b  M a n a g e r s  n e e d  t o  b e  s e n s i t i v e  t o  e x p e c t a t i o n s  
w h i c h  a r e  i m p l i c i t  a s  w e l l  a s  e x p l i c i t
T h i s  s t u d y  f o u n d  t h a t  i n  m e e t i n g  t h e  e x p e c t a t i o n s  o f  
o t h e r s ,  m a n a g e r s  w e r e  m o r e  r e s p o n s i v e  t o  t h e  e x p e c t a t i o n s  
o f  t h e i r  s u p e r i o r s  t h a n  s u b o r d i n a t e s .  O ne  r e a s o n  f o r  t h i s ,  
a s  s u g g e s t e d  b y  t h e  d a t a ,  i s  t h a t  s u p e r i o r s  e x p e c t a t i o n s  
w e r e  m a d e  e x p l i c i t l y ,  e i t h e r  t h r o u g h  d i r e c t i v e s  o r  i n  j o b  
d e s c r i p t i o n s ,  w h e r e a s  t h o s e  o f  s u b o r d i n a t e s  w e r e  l a r g e l y  
i m p l i c i t .  F u r t h e r ,  a s  g o o d  p e r f o r m a n c e  i s  r e w a r d e d  o n  a n  
i n d i v i d u a l  b a s i s  a n d  a p p r a i s a l  c o n d u c t e d  s o l e l y  b y  
s u p e r i o r s ,  r e q u i r e m e n t s  o r  c o n c e r n s  o f  t h e  s u p e r i o r s  w e r e  
n o t  s u r p r i s i n g l y  g i v e n  p r i o r i t y .  B e c a u s e  o f  t h i s ,  
s u b o r d i n a t e s  e x p e c t a t i o n s  w e r e  i n  m o s t  c a s e s  n o t  m e t . T h e  
d a t a  d o  n o t  p e r m i t  a n a l y s i s  o f  t e a m w o r k ,  w h e r e  e v a l u a t i o n  
i s  d o n e  b y  t h e  g r o u p  a n d  w h e r e  t h e  o r i e n t a t i o n  m i g h t  b e  
d i f f e r e n t .
I t  m a y  b e  c o n c l u d e d  t h e r e f o r e  t h a t  t h e  p o w e r  o f  t h e  r o l e -  
s e n d e r  o v e r  t h e  c a r e e r  o f  t h e  m a n a g e r  p l a y s  a  m a j o r  r o l e  i n  
d e t e r m i n i n g  w h o s e  e x p e c t a t i o n s  t h e  m a n a g e r  w i l l  m a k e  a n  
e f f o r t  t o  f u l f i l .  T h i s  i s  n o t  t o  s u g g e s t  t h a t  t h e  m a n a g e r  
i s  o n l y  i n t e r e s t e d  i n  h i s / h e r  c a r e e r  i n t e r e s t s  b u t  
c o n f r o n t e d  w i t h  t i m e  c o n s t r a i n t s  a n d ,  a t  t i m e s ,  c o n f l i c t s  
o f  i n t e r e s t ,  h e / s h e  w i l l  g i v e  p r i o r i t y  t o  t h o s e  i n  p o w e r  s o
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8 . 2 . 3 c  O t h e r s '  e x p e c t a t i o n s  o f  m a n a g e r s  a r e  m o s t l y -
e x p r e s s e d  i n  b r o a d  g e n e r a l  t e r m s
T h e  d a t a  s h o w e d  t h a t  m o s t  o f  t h e  e x p e c t a t i o n s  b y  m e m b e r s  o f  
t h e  m a n a g e r s 7 r o l e - s e t  w e r e  e x p r e s s e d  i n  a  h i g h l y  
q u a l i t a t i v e  w a y ,  i n f o r m i n g  t h e  m a n a g e r  w h a t  h e / s h e  s h o u l d  
a c h i e v e .  T h e  a b s e n c e  o f  a n y  q u a n t i f i c a t i o n  o f  e x p e c t e d  
r e s u l t s  m a d e  i t  v e r y  d i f f i c u l t  f o r  t h e  m a n a g e r  t o  r e c o g n i s e  
w h e t h e r  s u c h  e x p e c t a t i o n s  h a d  b e e n  f u l l y  m e t  a n d  f a i r l y  
j  u d g e d .
8 . 2 . 3 d  I s  t h e  e f f e c t i v e  m a n a g e r  t h e  s u c c e s s f u l  m a n a g e r ? .
T h e  s t u d y  b y  L u t h a n s ,  e t  a l . ( 1 9 8 8 )  i n d i c a t e d  t h a t
e f f e c t i v e  m a n a g e r s  s p e n t  a  l o t  o f  t i m e  o n  s t a f f  m a n a g e m e n t ,  
w h i l s t  s u c c e s s f u l  m a n a g e r s  s p e n t  m o r e  t i m e  i n t e r a c t i n g  w i t h  
o t h e r s .  H o w e v e r ,  b a s e d  o n  t h e  c o n c l u s i o n s  b y  L u t h a n s  e t  
a l . ( 1 9 8 8 )  , t h e  m a n a g e r s  i n  t h i s  s t u d y  m a y  b e  c o n s i d e r e d  a s
b o t h  e f f e c t i v e  m a n a g e r s  a n d  s u c c e s s f u l .  I t  w a s  f o u n d  t h a t  
t h e  m a n a g e r s  e m p h a s i s e d  m o r e  o n  s t a f f  m a n a g e m e n t  a n d  s p e n t  
a  l o t  o f  t i m e  i n t e r a c t i n g  w i t h  o t h e r  p e o p l e ,  p a r t i c u l a r l y  
m e m b e r s  o f  t h e  s a m e  o r g a n i s a t i o n s .  T h u s ,  t h e  p r e s e n t  s t u d y  
c o n c u r  w i t h  p r e v i o u s  s t u d i e s  w h i c h  l i n k e d  e f f e c t i v e n e s s  
w i t h  s u c c e s s  ( E a s t l a c k  a n d  M c D o n a l d ,  1 9 7 0 ;  K o t t e r ,  1 9 8 2 ;  
W e i n e r  a n d  M a h o n e y ,  1 9 8 1 )  .
8 . 3  PRACTICAL IMPLICATIONS
T h e  p r e v i o u s  d i s c u s s i o n  h a s  s h o w n  t h e  d e g r e e  o f  i n t e r ­
r e l a t e d n e s s  b e t w e e n  t h e  m a n a g e m e n t  o f  w o r k  a n d  h u m a n  
r e s o u r c e s  a n d  t h e  o r g a n i s a t i o n  w i t h i n  w h i c h  t h i s  p r o c e s s  i s  
l o c a t e d .  T h e  e v i d e n c e  f u r n i s h e d  b y  t h e  p r e s e n t  s t u d y  
p r e s e n t s  a  p i c t u r e  o f  h u m a n  r e s o u r c e  m a n a g e m e n t  w h i c h  i s  
n o t  t h e  e x c l u s i v e  r e s p o n s i b i l i t y  o f  p e r s o n n e l  s p e c i a l i s t s  
b u t  a l s o  m a n a g e r s  m a n a g i n g  o t h e r  f u n c t i o n a l  a r e a s .  T h e y
a r e  h e l d  r e s p o n s i b l e  f o r  t h e  m a n a g e m e n t  o f  t h e i r  r e s p e c t i v e  
s t a f f  a n d  e x p e c t e d  t o  b e  i n v o l v e d  i n  t h e  m a n a g e m e n t  o f  
h u m a n  r e s o u r c e s ,  i n  p a r t i c u l a r ,  i n  t h e  p r o c e s s  o f  
r e c r u i t m e n t ,  s e l e c t i o n ,  t r a i n i n g ,  d e v e l o p m e n t ,  a p p r a i s a l  
a n d  r e m u n e r a t i o n .  H o w e v e r ,  t h e  d e g r e e  o f  i n v o l v e m e n t  
v a r i e s  i n  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n .
8 . 3 . 1  M a n a g e r i a l  r e c r u i t m e n t  a n d  s e l e c t i o n
T h e  a i m  o f  t h i s  p r o c e s s  i s  t o  s e c u r e  a  f i t  b e t w e e n  t h e  
m a n a g e r s  a n d  t h e  w o r k  r o l e  o r  t a s k s .  T r a d i t i o n a l l y ,  t h e  
m a i n  c o n c e r n  o f  t h i s  p r o c e s s  h a s  b e e n  w h e t h e r  t h e  
i n d i v i d u a l  s e l e c t e d  f o r  t h e  p o s i t i o n  h a s  t h e  n e c e s s a r y  
q u a l i t i e s  ( s k i l l )  a n d  a t t r i b u t e s  s u i t a b l e  f o r  t h e  v a c a n t  
j o b .  O t h e r  a s p e c t s  r e l a t e d  t o  t h e  j o b ,  s u c h  a s  t h e  d e m a n d s  
o f  o t h e r  m e m b e r s  o f  t h e  o r g a n i s a t i o n  w h o s e  j o b s  a r e
d i r e c t l y  r e l a t e d  t o  t h e  j o b  a n d  t h e  s t r u c t u r e  o f  t h e  
o r g a n i s a t i o n  i t s e l f ,  a r e  n o t  e x p l i c i t l y  i n c l u d e d  i n  m a k i n g  
j u d g e m e n t s  o n  t h e  s u i t a b i l i t y  o f  t h e  i n d i v i d u a l .  H o w e v e r ,  
t h i s  s t u d y  s h o w s  t h a t  t h e  c o n t e x t  i n  w h i c h  w o r k  i s  m a n a g e d  
a n d  t h e  e x p e c t a t i o n s  o f  o t h e r s  i n  t h e  o r g a n i s a t i o n  a r e  
i m p o r t a n t  i n  d e t e r m i n i n g  w h e t h e r  t h e  i n d i v i d u a l  s e l e c t e d  
f o r  t h e  j o b  i s  a b l e  t o  s u s t a i n  h i m s e l f / h e r s e l f  i n  t h e  j o b
a n d  p e r f o r m  i t  t o  t h e  e x p e c t e d  s t a n d a r d .
An i n d i v i d u a l  who  i s  p r o a c t i v e ,  f u l l  o f  n e w  i d e a s  a n d
t r e a t s  t h e  j o b  a s  t h o u g h  h e / s h e  ' o w n s '  i t ,  i s  n o t  s u i t e d  t o  
w o r k  i n  a  c e n t r a l i s e d  o r  p a r t i a l l y  d e c e n t r a l i s e d  t y p e  o f  
o r g a n i s a t i o n  w h e r e  m a n a g e r s  a r e  e x p e c t e d  t o  r e a c t  a n d  
e n s u r e  t h a t  t h e  e x i s t i n g  s y s t e m  i s  w o r k i n g  s m o o t h l y .  
H e / s h e  i s  m o r e  s u i t e d  t o  w o r k  i n  a  c l a n  o r g a n i s a t i o n  w h e r e  
a  m a n a g e r  i s  e x p e c t e d  t o  ' m a n a g e '  h i s / h e r  w o r k  a n d  t a k e  
d e c i s i o n s  n o t  o n l y  f o r  t h e  j o b  b u t  a l s o  t h e  i n t e r e s t  o f  t h e  
o r g a n i s a t i o n  a s  a  w h o l e .  As  w e l l  a s  r e a c t i n g  t o  
s i t u a t i o n a l  d e m a n d s ,  h e / s h e  i s  a l s o  e x p e c t e d  t o  b e  
p r o a c t i v e ,  a g a i n  w i t h  t h e  a i m  o f  i m p r o v i n g  t h e  p e r f o r m a n c e  
o f  h i s / h e r  d e p a r t m e n t  a s  w e l l  a s  t h e  l o n g  t e r m  s u r v i v a l  o f
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T h e r e f o r e ,  a t  t h e  s t a g e  o f  d e s c r i b i n g  a n d  a n a l y s i n g  t h e  j o b  
a n d  d r a w i n g  u p  a  j o b  d e s c r i p t i o n  a n d  p e r s o n n e l  
s p e c i f i c a t i o n  b e f o r e  a c t u a l  r e c r u i t m e n t  a n d  s e l e c t i o n  a r e  
c o n d u c t e d ,  a n  o r g a n i s a t i o n  s h o u l d  i n c o r p o r a t e  t h e  
e x p e c t a t i o n s  o f  o t h e r  m e m b e r s  o f  t h e  o r g a n i s a t i o n  w h o s e  
j o b s  a r e  d i r e c t l y  r e l a t e d  t o  t h a t  p a r t i c u l a r  j o b .  O n l y  
t h e n ,  c a n  i t  e n s u r e  t h a t  t h e  i n d i v i d u a l  s e l e c t e d  f o r  t h e  
j o b  i s  t h e  m o s t  s u i t a b l e  p e r s o n .
8 . 3 . 2  M a n a g e r i a l  t r a i n i n g  a n d  d e v e l o p m e n t
T h e  p r o c e s s  o f  t r a i n i n g  a n d  d e v e l o p m e n t ,  b a s i c a l l y ,  a i m s  a t  
t h e  i m p r o v e m e n t  o f  h u m a n  c a p a c i t y  w i t h i n  a n  o r g a n i s a t i o n ,  
d i r e c t e d  t o w a r d s  a c h i e v i n g  o r g a n i s a t i o n a l  g o a l s .  T r a i n i n g  
i s  m o r e  c o n c e r n e d  w i t h  i m p r o v i n g  c a p a b i l i t y  r e l a t e d  t o  t h e  
e x i s t i n g  j o b  w h i l s t  d e v e l o p m e n t  i s  t o  p r e p a r e  a n  i n d i v i d u a l  
f o r  f u t u r e  t a s k s .  To  t h e  e m p l o y e r ,  t h e  o b j e c t i v e  o f  
s p o n s o r i n g  t r a i n i n g  a n d  d e v e l o p m e n t  p r o g r a m m e s  f o r  i t s  
e m p l o y e e s  i s  t o  m o d i f y  b e h a v i o u r  b y  p r o v i d i n g  " s e q u e n c e  o f  
t h e  e x p e r i e n c e s  a n d  o p p o r t u n i t i e s  d e s i g n e d  t o  m o d i f y  t h e  
b e h a v i o u r  i n  o r d e r  t o  a t t a i n  s t a t e d  o b j e c t i v e s "  ( H e s e l i n g ,  
1 9 6 6 ,  p p .  4 5 )  . T h e r e f o r e ,  t h e  p r o c e s s  o f  t r a i n i n g  a n d  
d e v e l o p m e n t  m a y  b e  u s e d  a s  a  m e a n s  t o  e n s u r e  t h a t  e m p l o y e e s  
a c q u i r e  t h e  n e c e s s a r y  k n o w l e d g e  a n d  s k i l l s  t o  p e r f o r m  t h e  
p r e s e n t  a n d  f u t u r e  j o b  t a s k s  i n  t h e  o r g a n i s a t i o n .  T h e s e  
p r o c e s s e s  c a n  a l s o  b e  u s e d  a s  a  m e a n s  t o  m o t i v a t e  t h e  
e m p l o y e e e s  b y  c h a n g i n g  t h e i r  a t t i t u d e s  a n d  a p p r o a c h  t o w a r d s  
p e r f o r m i n g  a  p a r t i c u l a r  t a s k s  i n  a  p a r t i c u l a r  k i n d  o f  
e n v i r o n m e n t ..
As  w e l l  a s  t e c h n i c a l  s k i l l s ,  s o c i a l  s k i l l s ,  p a r t i c u l a r l y  
t h o s e  r e l a t i n g  t o  c o m m u n i c a t i o n s ,  a p p e a r  t o  b e  v e r y  
i m p o r t a n t  t o  a l l  m a n a g e r s ,  i r r e s p e c t i v e  o f  t h e  f o r m s  o f  
o r g a n i s a t i o n  i n  w h i c h  t h e y  w o r k .  I n  l i n e  w i t h  o t h e r  
s t u d i e s ,  t h i s  s t u d y  f o u n d  t h a t  m a n a g e r s  s p e n d  a  l o t  o f  t i m e
t h e  o r g a n i s a t i o n .
i n t e r a c t i n g  w i t h  o t h e r  p e o p l e  t h r o u g h  f a c e - t o - f a c e  v e r b a l  
c o m m u n i c a t i o n .  I t  a l s o  f o u n d  t h a t  m a n a g e r s  i n  c e n t r a l i s e d  
o r g a n i s a t i o n ,  i n  c o n t r a s t  t o  t h e  o t h e r  f o r m s  o f  
o r g a n i s a t i o n  s p e n t  a  c o n s i d e r a b l e  a m o u n t  o f  t i m e  i n  
s c h e d u l e d  m e e t i n g s .  C l e a r l y ,  m a n a g e r s  n e e d  t o  b e  t r a i n e d  
i n  h o w  t o  b e h a v e  a n d  e f f e c t i v e l y  u s e  t h e i r  t i m e  d u r i n g  
s u c h  m e e t i n g s .  On t h e  o t h e r  h a n d ,  c o n c e p t u a l  s k i l l s  s e e m  
m o r e  i m p o r t a n t  t o  m a n a g e r s  i n  ' c l a n 7 o r g a n i s a t i o n  t h a n  i n  
t h e  o t h e r  t w o  t y p e s  o f  o r g a n i s a t i o n  s i n c e  t h e y  a r e  e x p e c t e d  
t o  b e  p r o a c t i v e  a n d  m a k e  d e c i s i o n s  w h i c h  a f f e c t  n o t  j u s t  
t h e i r  own r e s p e c t i v e  d e p a r t m e n t s  b u t  t h e  o r g a n i s a t i o n  a s  a  
w h o l e .
T r a i n i n g  a n d  d e v e l o p m e n t  s h o u l d  a l s o  b e  u s e d  b y  
o r g a n i s a t i o n s  u n d e r g o i n g  o r  p l a n n i n g  s t r u c t u r a l  c h a n g e s ,  
s u c h  a s  a  c h a n g e  f r o m  c e n t r a l i s e d  t o  a  d e c e n t r a l i s e d  t y p e  
o f  o r g a n i s a t i o n .  I n  t h i s  r e s p e c t ,  t h e  o b j e c t i v e  o f  t h e  
p r o g r a m m e  s h o u l d  b e  t o w a r d s  p r o v i d i n g  o p p o r t u n i t i e s  f o r  
m a n a g e r s  t o  a c q u i r e  e x p e r i e n c e  i n  m a k i n g  d e c i s i o n s .
H o w e v e r ,  a  c h a n g e  f r o m  a  c e n t r a l i s e d  t o  c l a n  o r g a n i s a t i o n  
i n v o l v e s  m o r e  t h a n  j u s t  t h e  s k i l l  t o  m a k e  d e c i s i o n s  b u t
a l s o  t h a t  o f  i n c u l c a t i n g  c o r p o r a t e  v a l u e s ,  a s  w e l l  a s ,  i n
s o m e  j o b s ,  t h e  a b i l i t y  t o  w o r k  w i t h  o t h e r s  a s  a  t e a m .
I n  s u m ,  t r a i n i n g  a n d  d e v e l o p m e n t  p r o g r a m m e s  i n  d i f f e r e n t  
o r g a n i s a t i o n s  n e e d  t o  b e  d e s i g n e d  d i f f e r e n t l y  s i n c e  t h e  
r e q u i r e m e n t s  o f  d i f f e r e n t  f o r m s  o f  o r g a n i s a t i o n s  v a r y .  
F u r t h e r ,  t h e  e m p h a s i s  s h o u l d  b e  o n  w h a t  m a n a g e r s  a r e
e x p e c t e d  t o  d o  r a t h e r  t h a n  o n  how  t h e y  s h o u l d  d o  i t .
8 . 3 . 3  M a n a g e r i a l  p e r f o r m a n c e  e v a l u a t i o n
A s s e s s m e n t  o f  t h e  m a n a g e r s 7 a m o u n t  a n d  q u a l i t y  o f  e f f o r t ,  
c o n t r i b u t i o n s  o r  r e s u l t s  m a y  b e  b a s e d  o n  p r e d e t e r m i n e d  
s t a n d a r d s  l a i d  d o w n  i n  s o m e  p r i o r  a n a l y s i s  o f  t h e  w o r k  a n d  
i t s  p u r p o s e s .  S t a n d a r d s  t o  w h i c h  w o r k  m u s t  c o n f o r m  i n  
q u a l i t y  a n d  a m o u n t ,  t r a d i t i o n a l l y ,  a r e  s e t  e i t h e r  b y  t h e
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a u t h o r i t a r i a n ,  t o p - d o w n  a p p r o a c h  o r  p a r t i c i p a t i v e l y , 
w h e r e b y  t h e  j o b  i n c u m b e n t s  h a v e  i n f l u e n c e  o v e r  t h e  
d e t e r m i n a t i o n  o f  t h e  c r i t e r i a  a s  w e l l  a s  t h e  s t a n d a r d s  a n d  
t h e  a p p r a i s a l  p r o c e s s  i t s e l f .  To  d a t e ,  t h e  l a t t e r  i s  
g a i n i n g  p o p u l a r i t y .
T h e r e  h a v e  b e e n  a  v a r i e t y  o f  m e t h o d s  u p o n  w h i c h  s t a n d a r d  
s e t t i n g  a n d  a p p r a i s a l  a r e  b a s e d ,  s u c h  a s  o n  i n p u t s  o r  
o b s e r v a b l e  b e h a v i o u r s .  T h e  f i n d i n g s  o f  t h i s  s t u d y  i n d i c a t e  
t h a t  t h e  c o n t e x t  w i t h i n  w h i c h  t h e  j o b  i s  p e r f o r m e d ,  i n  
f a c t ,  s h o u l d  b e  t a k e n  i n t o  a c c o u n t  i n  p r o v i d i n g  a  ' f a i r '  
a s s e s s m e n t  o f  m a n a g e r s .  T h e  c o n t e x t  h e r e  m e a n s  t h e  n a t u r e  
o f  e x p e c t a t i o n s  o r i g i n a t i n g  n o t  j u s t  f r o m  t h e  j o b  b u t  f r o m  
o t h e r  m e m b e r s  o f  t h e  o r g a n i s a t i o n  a n d  t h e  s t r u c t u r a l  
c o m p o n e n t s  o f  t h e  o r g a n i s a t i o n  i t s e l f  w h i c h  i m p o s e  
c o n s t r a i n t s  w h i c h  a r e  b e y o n d  t h e  m a n a g e r s  c o n t r o l ,  i n  
a c h i e v i n g  t h e  s t a n d a r d  o f  p e r f o r m a n c e  e x p e c t e d  o f  t h e m .  
T h e  s i m p l i c i t y  o r  c o m p l e x i t y  e x p e r i e n c e d  b y  a  m a n a g e r  i n  
p e r f o r m i n g  t h e i r  j o b ,  a s  s u g g e s t e d  b y  t h e  e v i d e n c e  g a t h e r e d  
f r o m  t h i s  s t u d y  a n d  a  p r e v i o u s  s t u d y  ( H a l e s ,  1 9 8 6 )  d e p e n d s  
v e r y  m u c h  o n  t h e  d e g r e e  o f  h o m o g e n e i t y  o f  t h e  e x p e c t a t i o n s  
m a d e  o n  t h e m  b y  m e m b e r s  o f  t h e i r  r o l e - s e t  a s  w e l l  a s  o n  t h e  
s t r u c t u r e  o f  t h e  o r g a n i s a t i o n .  I n  c e n t r a l i s e d  a n d  
d e c e n t r a l i s e d  o r g a n i s a t i o n s ,  m a n a g e r s  h a v e  l i m i t e d  c a p a c i t y  
t o  c o n t r o l  t h e i r  j o b s  p e r f o r m a n c e  s i n c e  m o s t  o f  t h e  
d e c i s i o n s ,  p a r t i c u l a r l y  s t r a t e g i c  d e c i s i o n s ,  a r e  
c e n t r a l i s e d .  T h e i r  c o u n t e r p a r t s  i n  c l a n  o r g a n i s a t i o n s ,  o n  
t h e  o t h e r  h a n d ,  h a v e  m o r e  c o n t r o l  s i n c e  t h e y  a r e  g i v e n  
g r e a t e r  a u t o n o m y .
8 . 3 . 4  R e m u n e r a t i o n  a n d . r e w a r d
G i v e n  t h e  v a r i a t i o n s  i n  t h e  j o b s  o f  m a n a g e r s  i n  d i f f e r e n t  
f u n c t i o n s  a n d  o r g a n i s a t i o n s ,  i t  i s  c l e a r  t h a t  t h e  m a n a g e r s  
r e m u n e r a t i o n  a n d  r e w a r d  s y s t e m  s h o u l d  d i f f e r .  I n  
d e v e l o p i n g  t h e  s y s t e m ,  m a n a g e m e n t  s h o u l d  t a k e  i n t o  
c o n s i d e r a t i o n s ,  a m o n g  o t h e r  t h i n g s ,  t h e  c o m p l e x i t y  i n v o l v e d
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i n  t h e  j o b  ( t h e  d e g r e e  o f  h o m o g e n e i t y  a n d  h e t e r o g e n e i t y  o f  
e x p e c t a t i o n s  o f  r o l e - s e t ) , t h e  s c o p e  o f  r e s p o n s i b i l i t y  
a t t a c h e d  t o  t h e  j o b ,  t h e  n a t u r e  o f  a u t o n o m y  ( f r e e d o m  i n  
p e r f o r m i n g  o r  i n  i n i t i a t i n g  n e w  a c t i v i t i e s ) , d e g r e e  o f  
e m p h a s i s  b e t w e e n  o w n e r s h i p  a n d  m a n a g e m e n t  f u n c t i o n s  g i v e n  
t o  t h e  m a n a g e r s ,  c h a r a c t e r i s t i c s  o f  c o n t a c t  p a t t e r n  
r e q u i r e d  t o  a c c o m p l i s h  t h e  j o b  t a s k s  a n d  r e s p o n s i b i l i t i e s ,  
a n d  c h a r a c t e r i s t i c s  o f  t h e  w o r k  p a t t e r n .  B e s i d e s  h a v i n g  a  
r e m u n e r a t i o n  p a c k a g e  t h a t  i s  d e s i g n e d  t o  r e w a r d  e m p l o y e e s  
f o r  t h e i r  c o n t r i b u t i o n  t o  t h e  o r g a n i s a t i o n ,  t h e  o t h e r  
o b j e c t i v e s  o f  t h e  p a c k a g e  s h o u l d  a l s o  i n c l u d e  t h e  a b i l i t y  
t o  a t t r a c t  t h e  r i g h t  a p p l i c a n t s  f o r  t h e  j o b s ,  t o  r e w a r d  a n d  
r e t a i n  g o o d  e m p l o y e e s  a n d  t o  m o t i v a t e  e m p l o y e e s  t o  g i v e  
o u t s t a n d i n g  p e r f o r m a n c e  ( T o r r i n g t o n  a n d  T a n ,  1 9 9 4 ) .  
T h e r e f o r e ,  t h e  k e y  i n  d e c i d i n g  w h i c h  p e r f o r m a n c e  s t r a t e g y  
i s  n e e d e d  i s  a n  u n d e r s t a n d i n g  o f  t h e  e m p l o y e e s  r e l a t i o n s h i p  
w i t h  w o r k  a n d  i t s  e n v i r o n m e n t .
T h e  LM i n  c e n t r a l i s e d  o r g a n i s a t i o n  w e r e  e x p e c t e d  t o  
e m p h a s i s e  a d m i n i s t r a t i v e  s i d e  o f  t h e i r  w o r k ,  b e  p a s s i v e  a n d  
r e s p o n d  t o  s i t u a t i o n a l  d e m a n d s ,  f o c u s  o n  m a t t e r s  r e l a t e d  t o  
t h e i r  r e s p e c t i v e  a r e a s  o f  c o n t r o l  a n d  s t a f f  p e r f o r m a n c e ,  
h a v e  h i g h  d e g r e e  o f  i n t e r a c t i o n  w i t h  p e o p l e  o v e r  whom t h e y  
h a v e  l i t t l e  o r  n o  o f f i c i a l  a u t h o r i t y  a n d  b e  i n v o l v e d  i n  
h i g h l y  t e c h n i c a l  a n d  s p e c i f i c  a s p e c t s  o f  t h e i r  j o b s .  T h u s ,  
r e m u n e r a t i o n  a n d  r e w a r d  f o r  t h i s  g r o u p  o f  m a n a g e r s  w a s  t o  
b e  l i n k e d  t o  t h e  a c h i e v e m e n t  o f  d e s i r e d  r e s u l t s  a n d  n o t  t o  
t h e  p e r f o r m a n c e  o f  t h e  o r g a n i s a t i o n  a s  a  w h o l e  o r  t o  t h a t  
o f  t h e i r  c o l l e a g u e s  o v e r  whom t h e y  h a d  n o  c o n t r o l . 
M e a n w h i l e ,  t h e i r  ' p o o r '  p e r f o r m a n c e  c o u l d  n o t  b e  u s e d  a s  a  
y a r d s t i c k  t o  p e n a l i s e  t h e m  s i n c e ,  i n  c o m p l e t i n g  t h e i r  
t a s k s ,  t h e y  w e r e  h i g h l y  d e p e n d e n t  o n  t h e i r  s u b o r d i n a t e s ,  
c o l l e a g u e s  a s  w e l l  a s  t h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n  
w h i c h  a l s o  a c t e d  a s  a  b a r r i e r  a g a i n s t  p e r f o r m a n c e .
C o n v e r s e l y ,  a  d i f f e r e n t  r e w a r d  s y s t e m  c o u l d  b e  u s e d  i n  
c o m p e n s a t i n g  LM i n  d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n s ,
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l i n k e d  n o t  o n l y  t o  s u c c e s s f u l  a c h i e v e m e n t  o f  r e s u l t s  b u t  
a l s o  t o  t h e  q u a n t i t y  a n d  q u a l i t y  o f  i d e a s  a n d  o p i n i o n s  p u t  
f o r w a r d  b y  t h e  LM. I n  t h i s  t y p e  o f  o r g a n i s a t i o n ,  LM a r e  
e x p e c t e d  t o  p l a y  a n  a c t i v e  r o l e ,  p a r t i c i p a t e  i n  t h e  
a d m i n i s t r a t i o n  o f  t h e  o r g a n i s a t i o n  a s  a  w h o l e ,  p e r f o r m  
o w n e r s h i p  f u n c t i o n s ,  b r o a d e r  i n  o u t l o o k  a n d  c o n c e n t r a t e  o n  
g e n e r a l  m a n a g e m e n t  c o m p o n e n t .  H e r e ,  t h e  r e m u n e r a t i o n  a n d  
t h e  r e w a r d  o f  LM c o u l d  b e  l i n k e d  t o  t h e  p e r f o r m a n c e  o f  t h e  
o r g a n i s a t i o n  a s  a  w h o l e  a s  w e l l  a s  t h e i r  own  a r e a s  o f  
r e s p o n s i b i l i t i e s .
T h e  c h a l l e n g e  a n d  t h e  e x p e c t a t i o n s  o f  LM w o r k i n g  i n
d e c e n t r a l i s e d  ' C l a n 7 i n  h i g h e r  a n d  m o r e  c o m p l i c a t e d  t h a n  
t h o s e  w o r k i n g  i n  c e n t r a l i s e d  o r g a n i s a t i o n .  T h i s  w o u l d  
s u g g e s t  t h a t  t h e  r e m u n e r a t i o n  a n d  t h e  r e w a r d  s y s t e m  i n  t h e  
f o r m e r  s h o u l d  b e  h i g h e r  a n d  b e t t e r  t h e n  t h e  l a t t e r  i n  o r d e r  
t o  a t t r a c t ,  r e t a i n  a n d  m o t i v e  m a n a g e r s ,  p a r t i c u l a r l y  t h o s e  
who  a r e  g o o d  i n  t h e i r  w o r k  a n d  who a r e  a l s o  c r e a t i v e  a n d  
i n n o v a t i v e .
M e a n w h i l e ,  t h e  j o b  o f  PER i n  d e c e n t r a l i s e d  d e c e n t r a l i s e d  
' C l a n 7 o r g a n i s a t i o n  i s  m o r e  c o m p l i c a t e d  t h a n  t h a t  o f  t h e i r  
c o u n t e r p a r t  i n  d e c e n t r a l i s e d  o r g a n i s a t i o n .  On t o p  o f  
h a n d l i n g  r o u t i n e  s t a f f i n g  m a t t e r s ,  t h e y  a r e  e x p e c t e d  t o
h a n d l e  p r o b l e m a t i c  m a t t e r s  r e l a t e d  t o  s t a f f  m a n a g e m e n t ,
i n i t i a t e  t h e  t y p e  o f  t r a i n i n g  a n d  d e v e l o p m e n t  p r o g r a m m e s  
f o r  s t a f f  o f  t h e  o r g a n i s a t i o n  a s  a  w h o l e  a s  w e l l  a s
o r g a n i s i n g  o r g a n i s a t i o n 7s  r i t u a l s  ( s u c h  a s  a n n u a l  d i n n e r ,  
s p o r t s  a n d  m e e t i n g s  b e t w e e n  t o p  m a n a g e m e n t  a n d  g r o u n d f l o o r  
w o r k e r s )  a n d  o t h e r  f a c i l i t i e s  p r o v i d e d  b y  t h e  o r g a n i s a t i o n .  
A g a i n ,  t h e  n a t u r e  o f  j o b  o f  t h e  PER i n  ' c l a n 7 o r g a n i s a t i o n  
i s  b r o a d e r  a n d  c o v e r s  o t h e r  n o n - r e l a t e d  a r e a s  w h i c h  t h e  PER 
i n  d e c e n t r a l i s e d  o r g a n i s a t i o n  a r e  n a r r o w e r .  T h u s ,  t h e  
r e m u n e r a t i o n  a n d  r e w a r d  s y s t e m  f o r  t h i s  t y p e  o f  j o b  s h o u l d  
d i f f e r  i n  b o t h  o r g a n i s a t i o n s .
SP a r e  m a n a g e r s  p e r f o r m i n g  h i g h l y  s p e c i a l i s e d  f u n c t i o n s .
T h o u g h  n o  o b s e r v a t i o n s  w e r e  m a d e  o n  SP i n  d e c e n t r a l i s e d  
' C l a n '  o r g a n i s a t i o n ,  b a s e d  o n  t h e  f i n d i n g s  o f  t h e  w o r k  o f  
LM a n d  PER i n  t h i s  o r g a n i s a t i o n ,  t h e r e  a r e  r e a s o n s  t o  
b e l i e v e  t h a t  t h e y  p e r f o r m  f u n c t i o n s  w h i c h  a r e  l e s s  
s p e c i a l i s e d  a s  c o m p a r e d  t o  t h e i r  c o u n t e r p a r t  i n  c e n t r a l i s e d  
a n d  d e c e n t r a l i s e d  o r g a n i s a t i o n s .
T h e  s t r u c t u r e  o f  t h e  o r g a n i s a t i o n s ,  h o w e v e r ,  p r o v i d e  s o m e  
i n d i c a t i o n s  t h a t  t h e  r e m u n e r a t i o n  a n d  r e w a r d  s y s t e m  f o r  SP 
i n  c e n t r a l i s e d  o r g a n i s a t i o n  c o u l d  b e  d i f f e r e n t  f r o m  SP 
w o r k i n g  i n  d e c e n t r a l i s e d  o r g a n i s a t i o n .  T h e  l a t t e r  a r e  
e x p e c t e d  t o  c o n c e n t r a t e  o n  t h e  d e v e l o p m e n t  a s p e c t  o f  t h e i r  
j o b s  w h i c h  m e a n s  t h a t  t h e y  h a v e  t o  b e  p r o a c t i v e  a n d  b e  
i n v o l v e d  i n  m a k i n g  d e c i s i o n s  w h e r e  t h e  u n c e r t a i n t y  l e v e l  i s  
h i g h  o r  r i s k y .  On t h e  o t h e r  h a n d ,  t h e i r  c o u n t e r p a r t s  i n  
c e n t r a l i s e d  o r g a n i s a t i o n  w o r k i n g  u n d e r  s u p e r i o r s '  
d i r e c t i v e s  f a c e  a  s i t u a t i o n  w h e r e  t h e  r e s u l t  i s  h i g h l y  
p r e d i c t a b l e  o r  c e r t a i n .  T h u s ,  t h e  r e m u n e r a t i o n  a n d  r e w a r d  
f o r  SP w o r k i n g  i n  t h e  f o r m e r  o r g a n i s a t i o n ,  i f  l i n k e d  t o  t h e  
j o b  t y p e ,  s h o u l d  b e  b e t t e r  t h a n  t h a t  o f f e r  t o  t h e i r  
c o u n t e r p a r t s  i n  c e n t r a l i s e d  o r g a n i s a t i o n .
T h e r e  i s  n o t  m u c h  d i f f e r e n c e  t o  b e  e x p e c t e d  i n  t h e  j o b  o f  
MLF w o r k i n g  i n  c e n t r a l i s e d  a n d  d e c e n t r a l i s e d  o r g a n i s a t i o n .  
T h e  MLF o f  c e n t r a l i s e d  o r g a n i s a t i o n  w o r k  u n d e r  t h e  
d i r e c t i v e  o f  t h e i r  s u p e r i o r s  w h i l s t  t h e i r  c o u n t e r p a r t s  a r e  
e x p e c t e d  t o  b e  m o r e  p r o a c t i v e  a n d  e m p o w e r e d  t o  m a k e  
d e c i s i o n s  r e l a t i n g  t o  m a t t e r s  a r i s i n g  a t  t h e  o p e r a t i o n a l  
l e v e l .  T h i s  s u g g e s t  t h a t  t h e  l e v e l  o f  r o l e  a m b i g u i t y  i s  
h i g h e r  f o r  t h e  MLF i n  d e c e n t r a l i s e d  t h a n  i n  c e n t r a l i s e d  
t y p e  o f  o r g a n i s a t i o n  a n d  t h e  r e m u n e r a t i o n  p a c k a g e  m i g h t  
r e f l e c t  t h a t .
I n  g e n e r a l ,  i r r e s p e c t i v e  o f  t h e  f o r m s  o f  o r g a n i s a t i o n s ,  t h e  
w o r k  o f  t h e  LM i s  m o r e  c h a l l e n g i n g  a n d  d i f f i c u l t  t o  c a r r y  
o u t  a s  c o m p a r e d  t o  o t h e r  t y p e s  o f  j o b s  d u e  t o  t h e  n a t u r e  o f  
t h e  j o b  i t s e l f  a s  w e l l  a s  t h e  e x p e c t a t i o n s  o f  o t h e r s  o f  t h e
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j o b .  T h e r e f o r e ,  m a n a g e r s  p e r f o r m i n g  l i n e  f u n c t i o n s  m a y  b e  
e n t i t l e d  t o  h i g h e r  p a y  t h a n  t h o s e  p e r f o r m i n g  s t a f f  
f u n c t i o n s .  F u r t h e r ,  t h e  n a t u r e  o f  w o r k  c l i m a t e  o f  
d e c e n t r a l i s e d  ' C l a n '  o r g a n i s a t i o n  i s  m o r e  d e m a n d i n g  a n d  
c h a l l e n g i n g  t h a n  t h o s e  i n  o t h e r  f o r m s  o f  o r g a n i s a t i o n .  
T h u s ,  i n  a t t r a c t i n g ,  r e t a i n i n g  a n d  m o t i v a t i n g  e m p l o y e e s ,  i n  
g e n e r a l ,  a n d  m a n a g e r s , i n  p a r t i c u l a r ,  d e c e n t r a l i s e d  ' C l a n '  
o r g a n i s a t i o n  s h o u l d  b e  p r e p a r e d  t o  o f f e r  a  b e t t e r  p a c k a g e  
t h a n  o t h e r  o r g a n i s a t i o n .
8 . 4  AREAS FOR FUTURE RESEARCH
A n u m b e r  o f  a r e a s  f o r  f u t u r e  r e s e a r c h  a r e  s u g g e s t e d  b y  t h e  
s t u d y .
1 .  T h e  m o s t  o b v i o u s  d i r e c t i o n  f o r  a n y  f u t u r e  r e s e a r c h  t o  
t a k e  i s  t o  e x t e n d  t h e  p r e s e n t  s t u d y  b y  c o n d u c t i n g  a  
q u a n t i t a t i v e ,  c o m p a r a t i v e  s u r v e y  o f  m a n a g e r s  a c r o s s  a  
r a n g e  o f  o r g a n i s a t i o n s  u s i n g  t h e  c a t e g o r i e s  a n d  
r e l a t i o n s h i p s  i d e n t i f i e d  i n  t h e  s t u d y  a s  a  b a s i s  f o r  
d a t a  c o l l e c t i o n  a n d  a n a l y s i s .  T h i s  w o u l d  f a c i l i t a t e  
m e a s u r e m e n t  o f  t h e  e x t e n t  o f  t h e  q u a l i t a t i v e  
d i f f e r e n c e s  i n  m a n a g e r i a l  w o r k  w h i c h  h a v e  b e e n  
i d e n t i f i e d  h e r e  a n d ,  t h r o u g h  t h e  a p p r o p r i a t e  u s e  o f  
s t a t i s t i c a l  t e c h n i q u e ,  i d e n t i f y  t h e  r e l a t i v e  
i m p o r t a n c e  o f  t h e  v a r i a b l e s  i d e n t i f i e d  h e r e  i n  
d e t e r m i n i n g  t h e  d i f f e r e n c e s .
A t  t h e  p r e s e n t  m o m e n t ,  r e s e a r c h  o f  t h e  a b o v e  n a t u r e  i s  
a l r e a d y  b e i n g  u n d e r t a k e n  b y  a  g r o u p  o f  r e s e a r c h e r s  
( i n c l u d i n g  t h e  a u t h o r ) , a m o n g  e l e c t r i c a l  a n d  
e l e c t r o n i c  i n d u s t r i e s  i n  M a l a y s i a ,  t h e  o b j e c t i v e  o f  
w h i c h  i s  t o  i d e n t i f y  a n d  c o m p a r e  m a n a g e r i a l  w o r k  i n  
b e s t  p e r f o r m i n g  c o m p a n i e s  w i t h  t h o s e  i n  p o o r l y  
p e r f o r m i n g  c o m p a n i e s .
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2 .  A l o n g i t u d i n a l  s t u d y  o f  r o l e  p e r f o r m a n c e  i n  t h e  
c o n t e x t  o f  r o l e  e x p e c t a t i o n s  c o u l d  b e  c o n d u c t e d .  Some 
e x p e c t a t i o n s  m i g h t  n o t  b e  o f  c e n t r a l ,  i m m e d i a t e  
c o n c e r n  t o  t h e  m a n a g e r  a n d / o r  h i s / h e r  s u p e r i o r s  a n d  
m ay  n o t  b e  p e r f o r m e d  d u r i n g  a  s h o r t  p e r i o d  o f  
o b s e r v a t i o n .  A l o n g i t u d i n a l  s t u d y  w o u l d  a l s o  b e
a p p r o p r i a t e  f o r  e x a m i n i n g  t h e  e n a c t m e n t  o f  
e x p e c t a t i o n s ,  a s  s u g g e s t e d  b y  F o n d a s  a n d  S t e w a r t  
( 1 9 9 4 )  a s  w e l l  a s  i d e n t i f y i n g  w h a t  M a p l e s  ( 1 9 6 7 )  
r e f e r s  t o  a s  t h e  ' p r o b l e m  p o r t f o l i o s 7 w h i c h  u n d e r l a y  
a n d  e x p l a i n  t h e  s u r f a c e  a c t i o n s  a n d  i n t e r a c t i o n s  o f  
m a n a g e r i a l  w o r k .  I n  t h i s  w a y ,  m a n a g e r i a l  a c t i v i t i e s  
c o u l d  b e  s i t u a t e d  i n  a  l o n g e r - t e r m ,  s t r a t e g i c  c o n t e x t  
a s  w e l l  a s  t h e  m o r e  i m m e d i a t e  d e m a n d s  m a d e  u p o n  t h e m .
3 .  I t  w o u l d  a l s o  b e  i n t e r e s t i n g  t o  c o n d u c t  a  s t u d y  o f  
o r g a n i s a t i o n s  u n d e r g o i n g  s t r u c t u r a l  c h a n g e  a n d  t o
e x a m i n e  t h e  i m p a c t  t h a t  s u c h  t r a n s f o r m a t i o n  h a v e  o n  
m a n a g e r i a l  p r a c t i c e s .  I n  p a r t i c u l a r ,  how  a n d  how f a r  
e x p e c t a t i o n s  a b o u t  m a n a g e r i a l  r o l e s  a n d  t h e  r o l e  
p e r f o r m a n c e  o f  m a n a g e r s  t h e m s e l v e s  d i f f e r  i n  t h e  n e w  
f o r m  o f  o r g a n i s a t i o n  f r o m  t h a t  o f  t h e  p r e v i o u s  o n e s  
c o u l d  b e  e x p l o r e d .  A g a i n ,  a  l o n g i t u d i n a l  a p p r o a c h  
w o u l d  b e  t h e  m o s t  a p p r o p r i a t e  r e s e a r c h  s t r a t e g y ,  w i t h  
r e s e a r c h  c o n d u c t e d  a t  v a r i o u s  s t a g e s  o f  t h e  s t r u c t u r a l  
c h a n g e s  t a k i n g  p l a c e  i n  t h e  o r g a n i s a t i o n .
4 .  T h i s  s t u d y  h a s  c o n f i r m e d  t h e  f i n d i n g s  o f  m a n y  p r e v i o u s  
s t u d i e s ,  m o s t  r e c e n t l y  t h e  s t u d y  b y  H a n n a w a y  ( 1 9 8 9 ) ,  
t h a t  m a n a g e r i a l  w o r k  i s  r e a c t i v e  a n d  i n t e r a c t i v e .  As  
a n  e x t e n s i o n  o f  t h i s  s t u d y  a n d  a  r e p l i c a t i o n  o f
H a n n a w a y ,  f u t u r e  r e s e a r c h  s h o u l d  b e  g e a r e d  t o w a r d s
u n d e r s t a n d i n g  t h e  m e c h a n i s m s  o f  m a n a g e r i a l  
i n t e r a c t i o n s .  W h i l s t  i n t e r a c t i o n  w i t h  o t h e r s  i s  
c o n f i n e d  b y  m a n y  s t u d i e s  t o  b e  a  f a c t  o f  m a n a g e r i a l  
l i f e ,  t h e  p r o c e s s e s  i n v o l v e d  i n  s u c h  i n t e r a c t i o n  
r e m a i n  u n r e s e a r c h e d  a n d  r e l a t i v e l y  o b s c u r e .
F r o m  t h e  a b o v e  d i s c u s s i o n  a n d  t h o s e  i n  t h e  p r e c e d i n g  
c h a p t e r s ,  t h i s  s t u d y  s o u g h t  t o  c o n t r i b u t e  t o w a r d s  b u i l d i n g  
u p  a  b r o a d e r  p i c t u r e  o f  t h e  w o r k  o f  m a n a g e r s  b y  e x a m i n i n g  
m a n a g e r i a l  w o r k  i n  c o n t e x t  o f  t h e i r  w o r k  a s  c o n s t i t u t e d  b y  
o t h e r s  a s  w e l l  a s  i n  r e l a t i o n  t o  t h e  d i f f e r e n t  f o r m s  o f  
o r g a n i s a t i o n  w i t h i n  w h i c h  t h e  m a n a g e r s  w o r k .  I f  i n d e e d ,  
t h i s  s t u d y  i s  s i m p l y  ' a n o t h e r  p i e c e  i n  t h e  j i g s a w 7 , i t  i s  
h o p e d  t h a t  i t  i s  a n  i n t e r e s t i n g ,  c o l o u r f u l  a n d  w e l l - s h a p e d  
p i e c e .
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A p p e n d i x  1 :  I n t e r v i e w  s c h e d u l e  w i t h  s e n i o r  m a n a g e r s
Date:
Name of organisation: 
Name:
Job t i t l e :
I . Introduction
I I .  Background infonnation about the organisation
1 . Is this company founded by:
.............  an existing organisation
.............  founded by a person(s)
2. I f  founded by an existing organisation, what is the status of the 
organisation?.
.............  Principal unit
.............  " Subsidiary (with legal entity)
.............  Head Branch (with HQ at same location)
.............  Branch
3. What year was this company founded?. .............
4. I f  this company is not the principal unit - year of foundation of
principal unit?. .............
5. Has there been any major changes in ownership/control of the company?. 
I f  yes, why?.
6 . Size of company:
How many employees does this unit of organisation employ (part-time 
employees count as half)?.
7. Relative size of company:
Total number of employees in ultimate owning group?.
8 . Could you please te ll  me what are the main outputs produced by your 
organisation?.
9. What is the mission or goals of this company?.
I I I .  Structure of the organisation
10. Is there an organisation chart for this company?. (Request to see and 
ask to have i t  explained.)
11. Is the organisation chart given to:
.............  Chief executive only
.............  Departmental heads
.............  A ll senior executives
.............  Others. Please specify.
(At this stage onwards, the organisational chart should be studied in 
conjunction with the interview schedule.)
A. 
12 .
(a)
(b) 
(i)
( i i)
( i i i )
(iv)
(v)
( v i )
Planning/decision-making
Flow of information
Can you please describe to me the flow of information in your 
organisation?. (Probe for form and direction.)
Degree of centralisation
(Probe for what the unit managers (UM) can decide and what is laid 
down in policy/regulation; is the decision made internally or 
externally).
Staffing
To what extend do the UM have over recruitment of members of 
their operating units?.
Promotions of their staff?.
To dismiss their staff?.
Training methods to be used?.
Budget/expenditure
Each year, do UM receive a certain amount of budget?.
Who decide on the amount of the budget to be received?.
Do the UM have to account for expenditure beyond that amount 
given?.
Do the UM have discretion on the way they spend the allocated 
amount of money?.
Purchasing
Do you have certain buying procedure that UM should 
followed/observed?.
Can the UM decide on which suppliers of materials are to be 
used?.
Market
The autonomy to determine marketing territories covered.
To determine a new product or service
The extend and type of market to be aimed for.
The price of output(s).
Production
What type or what brand new equipment is to be.
What shall be inspected.
What shall be costed.
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'TA S K  SYSTEM'
G e n e r a l
To c r e a t e  a new  j o b .
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To a l t e r  r e s p o n s i b i l i t i e s / a r e a s  o f  w o rk .
13. Allocation of work
(i) Level of specialisation
What is the basis of managerial and operative jobs?. Do you 
organised work in term of individual or group/team work?.
(i i ) Form of specialisation
What is the basis of such division of labour?. Is i t  based on 
s k ill, client that they serve, output, or in term of where they 
are located?.
On what basis is department divided?.
( i i i )  Degree of specialisation
What are the tasks or responsibilities and the scope of the job 
of the UM?.
What are the tasks or-responsibilities and the scope of their 
immediate superior(s)?.
What are the tasks or responsibilities and the scope of their 
immediate subordinate(s)?.
(Probe for length of time such allocation of work has taken place; why 
is i t  done in that way; is i t  good.)
B. 'Motivating System'
14. (Probe for motivation in terms of rewards, rules or ideologies.)
How do your company motivates personnel holding managerial
positions (with special attention to the UM).
How far are the jobs of the UM subject to regulation, such as 
procedures and job descriptions?.
Is there a formal system of accessing their progress (e.g. based 
on annual reports, appraisal, etc.)?.
Is i t  a matter of company's policy to move management personnel 
around the various departments/divisions of the firm (e.g. from 
production to marketing, etc.).
C. 'Control System'
15. Coordinating
Are there any written forms of terms of reference or job 
descriptions for Chief executive? Departmental heads?.
Are there any written policies for the organisation as a whole?. 
In what matters?.
Who coordinate the activities between different units?. Is i t  
done by the UM themselves or by their subordinates?. Or is i t  
done by specialists?.
How is i t  done?. Is i t  done through meetings (formal and 
informal), reports, etc.?.
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What about activities that takes place in different departments 
within each unit?.
How is i t  done?.
16. Controlling
(i) Personnel
Before you recruited any personnel for the managerial position 
(positions of UM studied in the present research), are the job 
descriptions and personnel specification formally drawn?. How 
detail is i t? .
What sources of recruitment do you employ in recruiting new 
managers (special attention to positions of UM studied in the 
research)?.
(Probe for frequency of usage.)
Does your company use any TESTS in selecting new managers?. I f  
yes, does the company use intelligence tests?.
" Does the company use personality tests?.
Could you please specify why you use these tests?.
What type of attributes or qualities would your company 
considered important in selecting people for management 
positions (e.g. education qualifications, appearance, type of 
school attended, references, general attitudes, experience, 
etc.)?.
(i i )  Process control
Can you describe to me your production process, i .e.  from raw 
materials to finish goods?.
In what quantities do your manufacture your products?.
(Probe for main type of production technology use.)
Who control how work in unit is carried out?. Is i t  the 
operators, their supervisors, the UM, Head Office or others?. 
Please, specify.
To what extend do you have regulations/procedures/ task 
specifications?.
(Probe for the number of manuals and/or operating procedures 
available.)
( i i i )  Output control
How do you.measure the quality of your outputs (main output (s) 
only)?.
What output(s) are measured quantitatively?.
How are output/performance targets set?.
What are the consequences of output or performance targets not 
being met?.
(iv) Span of control
Chief Executive's span of control .............
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(The CE's span of control is the number of subordinates who
report directly to CE, with no intervening level, whatever the
status or level of the subordinate may be.
Span of control of the UM..............................................
Vertical span
Number of levels .............
List of main levels .............
(Number of levels in the organisation, including the CE.)
LASTLY
17. What else would you like to te ll  me about your organisation?.
Thank you.
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Appendix 2: Data an a lys is  using the managerial 'wheel'
technique
The use of the 'wheel' as a technique of data collection is elaborated 
in detail below.
A. The collection data stage.
1. Each member of a manager's role set (identified in in it ia l 
contact interviews) was interviewed and asked to express his/her 
role expectations of the manager on a 'wheel', a completed 
example of the 'wheel' can be seen in Appendix 4a, 4b and 4c.
2. Each labelled spoke of the wheel represented a particular role 
expectation, expressed in the respondent's own terms and in as 
detailed and concrete a way as possible. Respondents could label 
as many spoke as they needed to express their range of role 
demands.
3. Once they had exhausted a ll their expectations, respondents were 
asked to indicate the strength of each role expectation by 
overdrawing the spoke"in fe l t - t ip  pen to the centre of the wheel 
to indicate an "essential" or "must" expectation, to the inner 
ring to indicate a "desirable" or "should" expectation or to the 
outer ring to indicate a "possible" or "can" expectation.
In practice, respondents went back and forth as they expressed 
the strength of their role expectations on the 'wheel' and at the 
same time thought of additional role expectations. This 
indirectly, forced respondents to "reflect" and "reconsider" 
their expectations as they weighed them and expressed them on the 
'wheel' . The usefulness of the wheel lay both in its capacity to 
focus respondents on their expectations of the focal manager and 
in its  capacity to record, in detail, the content and strength of 
those expectations.
B. The analysis stage
1. Individual role expectations were aggregated into more general 
expectations through a process of combined judgements. For 
instance, detailed expectations such as:
Design training programme
Customise programme according to trainees needs 
Assist in designing subordinates training programme 
were clustered judgementally and labelled as 'designing and 
customising training programme'.
Meanwhile, detailed expectations such as:
Give close supervision 
Constantly monitor subordinates' work 
were classified as 'provide adequate staff supervision'.
2. These aggregated role expectations were then classified 
judgementally into more general areas of work content, with a 
distinction made within these areas between 'administration' 
(relating to the present and the known) and 'development' 
(relating to the future and the unknown).
From the example given above, the f irs t  expectations were 
classified under 'Staff Development' whilst the second were 
classified under 'Staff Administration'.
3. The total role sets of each manager were then collapsed into 
three broad "segments" - superiors, subordinates and self.
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4. A measure of the weight of each detailed role expectation was 
derived by measuring along the length of an overdrawn spoke. The 
maximum score (for a 'must' expectations) was nine; the minimum 
(for no expectations expressed) was zero.
5. A measure of the strength of a role expectation was calculated by 
summing the scores of detailed role expectation as expressed by 
every role set segment and dividing by the number of segments 
(three in a ll cases) .
(Appendix 3 shows the calculations of the mean weight of each 
general role expectation).
In this calculation, i t  is assumed that each role sender carries 
equal weight. To the extent that this is not the case, the 
strength of the role expectations expressed by different role 
segments may be distorted. However, overcoming this problem, 
required the development of an organisational power map, and 
developing different weights to different groups of role senders 
which reflected their power in the organisation. However, this 
was beyond the scope of the present study.
The problem could also have been avoided by just collecting data 
from one group in the role-set, for example, superiors. This  ^
would have solved the problem of power distribution amongst the 
role senders. However, this approach would have gone against the 
original intention of the study, i .e.  to obtain a picture of how 
managerial work is constituted through the expectations of 
others.
APPENDIX 3: Calculation o f the mean weight for role expectations
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ROLE
EXPECTATIONS
SENIOR
MANAGERS
(A=ABOVE)
SUBORDINATES
(B=BELOW)
SELF
(C=SELF)
MEAN
WEIGHT
SOURCE J
Increase employees 
social
responsibilities
6 0 0 2 A
Solve key problems 6 8 7 7 ABC
Work as a team 
with other 
departments
6 0 6 4 AC
Involved in people
development
programmes
9 9 9 9 ABC
Perform advisoiy & 
consultancy role
7 3 5 5 ABC
Design & customise
training
programmes
9 9 9 9 ABC
Allocate resources 
effectively
6 6 6 6 ABC
Appendix 4a: An in-depth interview with the General M anager o f Company C: 
A completed managerial wheel
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development progr.
Section o f Company C: A completed wheel
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Appendix4b: An in-depth interview w itli the Assistant Manager of Data and Processing
Appendix 4c; An in-depth interview with the Human Resource Manager o f Company B; 
A completed wheel
Take care o f grievances
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Appendix 5: S tructured  observation of m anagerial work
(Adaptation of Hales and Nightingales (1986) structured observation 
study).
THE OBSERVATION RECORD
1. There are three record documents:
(a) Chronology record: for outline record of a ll activities and their 
duration.
(b) Contact record
(c) Document record
(The 'contact7 and the 'document' record are used for detailed
record of specific activities. Therefore, most (see below)
activities are recorded in two places.)
Below is the detailed procedure/instructions in completing the 
observation record.
2. CHRONOLOGY RECORD
(a) For each separate activity, a new activity in the chronology 
record is made.
(b) Enter time of commencement of each separate activity.
(c) Enter 'medium' of activity. This can be, inter alia:
telephone calls 
unscheduled meeting 
scheduled meeting 
tour (of premises) 
desk work
performing work task (specify) 
others (specify)
(d) Enter whether activity is:
'Contact' work (interaction with others, including 'phone') 
'Document' work (with papers, e.g. reports, invoices, 
letters)
'Other' work (e.g. physical tasks)
(e) 'REF' column is for cross-referencing with the Contact and
Document records - enter appropriate le tter code for Contact and 
number code for Documents.
(f) 'DURATION' column can be completed post-observation - duration in 
minutes may be calculated from 'TIME' column.
(g) 'REMARKS' column for further details - especially where the
activity is neither 'Contact' nor 'Document'.
3. CONTACT RECORD
(a) Enter each separate ' Contact' -type activity (e.g. involving
inter-personal interaction) giving each a separate le tter code. 
Use A - Z, then AA, AB, AC - AZ, then BA, BB, BC etc.
I f  a contact activity (e.g. a meeting) is broken by another 
separate activity, record the fact in the chronology record only
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10.3 0 .............  AF
10.35 .............  AG
10.42 .............  AF
e . g .  T im e    R e f .
(b) Entries in 'PURPOSE' column are to be free-form, but as brief as 
possible and are to state the purpose of the contact from the 
point of view of the manager. Thus, would include, inter alia:
To inform, Be informed, Instruct, Authorise, Record,
Provide, Be Provided, etc.
(c) The PARTICIPANTS in the interaction may be recorded in code. 
These code should cover a ll potential contacts for the particular 
manager under investigation.
(d) WHO INITIATES the interaction may also be recorded in code whilst 
telephone calls follow the same pattern - outgoing are 'self'  and 
incoming are 'opposite'.
(e) 'PLACE' column is for recording the location of the interaction. 
Entries to be free form, but as brief as possible. Will include, 
inter alia:
(f) 'REMARKS' column for additional, supporting information.
For example: office, lobby, store-room, conference-room, etc.
4. DOCUMENT RECORD
(a) Enter each 'Document-type' activity (i.e. work with pieces of
paper) giving each a separate numeric code.
I f  a 'document activity ' (e.g. drafting a letter) is broken by 
another separate activity (e.g. telephone call) ,  record in
chronology record only. Keep same numeric code for broken
activity.
e.g. Time .............  Ref
9.05 .............  AF
9.10.............................  2 (le tter writing)
9.15 .............  AG (telephone call)
9.16.............................  2 (letter writing)
(b) 'FORM' of document may be entered free form.
(c) 'SENDER' of document may be entered free form.
(d) 'PURPOSE' of document activity is to be entered free form.
(e) The manager's 'ATTENTION' to the document, in terms of what the
manager actually does with the piece of paper is to be entered 
free form.
(f) 'ACTION' column is for recording responses to documents received 
(the action on documents w ill be covered by Form, Sender and
Purpose). Cross-reference i f  necessary with any 'Contact'
activity which results.
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